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Abstract
Recent decades have witnessed unprecedented changes both in the world economy and in
the composition of workforces internationally, resulting in a significant rise in female
economic activity rates. Women’s increased involvement in the labour force is, however,
not paralleled within the management levels of organisations. The persistent nature of the
dearth of women in executive roles provides the context for this study. The unique focus
of this thesis is women in middle-level management positions, as managers at this level
are viewed as successors to senior organisational roles. Thirty female managers were
interviewed, from organisations representing a wide range of industry and service sectors.

This study makes a theoretical contribution to debates within the contemporary women in
management and career theory literatures. The aims of the study were to specifically
investigate the work experiences, perceptions and career progression choices of women,
in order to more fully comprehend their under-representation at the highest organisational
levels.
The results of the study highlight that female middle-level managers face a combination
of organisational and career life-cycle hurdles, which negatively impact their career
aspirations. Taken together with gender disparity both in organisations and family
responsibilities, these frequently obstruct female employees from reaching senior
managerial positions. The dynamic between organisational culture and the age of a
child/children is highlighted by this study as a significant impediment to female career
progression. Role-modelling behaviour is also identified by the findings as having the
potential to negatively, rather than positively affect career progression choices. This
study proposes a new model of the glass ceiling. This self-imposed glass ceiling results
from the interaction between organisational and individual factors that negatively impact
on female career advancement. The voices of the female managers illustrate the
difficulties they encounter and remind us that there is still much organisations can do to
address the managerial imbalance.

Chapter 1: Introduction

Almost universally women have failed to reach leading positions
in major corporations and private sector organisations,
irrespective of their abilities (Vinnicombe, 2000).

1.1 Introduction
In order to contextualise this study, this chapter begins by presenting two issues, which
would appear initially, to be contradictory. The first of these two issues is the significant
rise in the number of women entering the global paid labour force in recent years. The
second issue is, that despite this well documented increase, the number of women
occupying senior management positions is in stark contrast to the large number held by
men. It is evident from the statistics presented in this chapter, that although women are
being employed in similar numbers to their male counterparts, the majority of senior
managerial positions across all sectors of the economy are occupied by men. These two
issues would then appear to be incompatible, as, if female labour force participation rates
are increasing, then the logical consequence is an increase in the numbers of female
senior managers. The foundation for this thesis is found in this dilemma, and draws its
initial focus from the question which has been phrased in many guises, why are there so
few women in senior management positions!

This failure of women to attain the highest organisational positions has been a cause for
concern for both academics and organisations for many years. Uncovering the causes for
the dearth of senior female managers and providing ways in which organisations can
redress this imbalance, has been the subject of much research and debate (see for
example Singh and Vinnicombe, 2004; Wirth, 2004; Linehan and Walsh, 2001; Burke,
1997). Consequently, generating information to increase our understanding of this

complex phenomenon is of interest to both academics and organisations. A number of
challenges exist in this regard. The challenge for organisations rests in maximising the
competitive advantage provided by their ‘human resources’ and to address the
demographic imperative facing much of the developed world. The challenge for
academics in this regard is to hypothesise, to theorise and to provide empirical evidence.
Derived from these challenges, the rationale for this thesis and the central research
objectives are set down. The methodological approach is then summarily presented and
the structure of the thesis is outlined.

1.2 Background to the Research
This chapter begins by examining the rise in female labour force participation in recent
decades. Women’s economic activity rates have increased dramatically since the 1970s,
across the globe. Recent decades have witnessed unprecedented change taking place both
in the world economy and in the composition of workforces globally. According to a
recent report from the International Labour Organisation, more women work today than
ever before. The report highlights that in 2006, 1.2 billion of the world's 2.9 billion
workers, or 40 per cent, were women. This represents a worldwide increase of nearly 200
million women in employment in the 10 years to 2003 (ILO, 2007; ILO, 2004).

If these statistics are examined more closely, two key trends emerge. First, in the
developed world, this increase has been consistent across the major countries. In the
USA, for example, between 1970 and 2004, women increased their labour force
participation rate from 43 to 59 percent (Bureau of Labor Statistics, 2005); while in the
UK women constitute just over 50 percent of the total workforce (Davidson and Burke,
2000). This significant increase in the number of women in paid employment globally
has resulted in increased attention on women’s participation in the workplace from all
sectors, including, academics, media, the business community and politicians. The
second trend however, is less positive. Despite the positive impression created by an
overview of the data, there are hidden statistics that reveal a less positive picture of
women’s labour force participation globally. Of the 550 million ‘working poor’, the ILO

report highlights that 60 percent of these, or almost 300 million people, are women.
Additionally, the report adds this figure to the 78 million women who are unemployed
(i.e. willing to work and looking for work) and highlights that at least 400 million
‘decent’ jobs would be needed to provide employment that would allow women a way
out of poverty (ILO, 2004).

The increase evidenced globally in the number of women entering the paid labour force is
mirrored in the Irish situation. In 1971, Irish women’s labour force participation rate was
very low, at just 28%. Within this figure, only 14% of all women at work were married,
and just 4% of all company directors and managers were women (NESC, 1991).
Additionally, the female industrial wage was estimated at 59% that of the average male
industrial wage (CSO, 1974). wSince the 1970s, the number of women in paid employment
in Ireland has been increasing steadily, with the majority of this increase happening in the
last fifteen years. In the 1990s Ireland experienced an economic boom, referred to as the
‘Celtic Tiger’. The result was that between the years 1991 and 2001 there was a total
labour force growth of more than 30%, with approximately 60% of this growth related to
women (European Commission, 2003). Today, the numbers of women employed in all
sectors of the economy have reached numbers never previously experienced, currently
standing at a participation rate of almost 59% (CSO, 2006).

This CSO report also

highlights that the employment rate for men in Ireland in 2006 was 77.3%, well above the
average EU rate of 71.3% in 2005. Table 1.1 below illustrates the growth in women’s
labour force participation in Ireland in the last decade.

Table 1.1: Irish Women’s Employment Rate 1996-2006

Ireland and EU: Employment rate: 1996-2006
% of population aged 15-64
EU 25

Ireland

Men

Women

45.9

70.2

51.1

71.1

48.1

70.6

51.8

1999

73.6

51.2

71.0

52.9

2000

75.7

53.2

71.2

53.6

2001

76.2

54.0

71.3

54.3

2002

75.0

55.2

71.0

54.7

2003

74.7

55.3

70.8

55.0

2004

75.2

55.8

70.9

55.7

2005

76.2

58.0

71.3

56.3

2006

77.3

58.8

Year

Men

Women

1996

67.5

43.2

1997

69.1

1998

Source CSO: Men and Women in Ireland, 2006

Despite a slow beginning, Irish female participation rates currently exceed those of many
European countries. The Irish Minister for Labour Affairs announced in 2005 that the
Irish female participation rate is currently higher than the EU average and already
exceeds the EU Stockholm Council target for female employment of 57%. It is also close
to the 60% Lisbon target set for 2010 (finfacts.com). It is worth noting, however, that not
all age groups are reaching the target set, i.e. the Irish female participation rate is
considerably below the target set for the 55-64 age group, which was 40.8% in 2006
(CSO, 2006). Despite this, the female employment rate for this age group has almost
doubled over the period 1996-2006 and in 2005, at 37.4%, was above the EU average of
33.7% (CSO, 2006).

Notwithstanding this obvious increase in female participation in the global paid
workforce, concern has been expressed by both academics and media commentators
about the impact of gender on the organisation of the labour force. In Ireland, as indeed
across many other countries in the western world, the workforce has developed along
sex-segregated lines; although the extent of the problem varies from country to country
and from job to job. The causes of occupational segregation are widely debated in the
literature and have generated volumes of empirical research and theoretical debate (see
for example Anker, 1997; Dex, 1988; Hakim, 1996; 1979). While a detailed examination
of the causes of this segregation are outside the remit of this thesis, explanations offered
include, cultural and societal attitudes, the socialization process, gender inequality in
training and education and the nature of women’s career paths. As suggested by
Cockburn (1991) this concentration of women into insecure, unfulfilling jobs appears to
survive

wars,

economic crises,

technological

revolutions,

and

labour market

restructuring. According to Anker (1997:1):

Occupational segregation by sex is extensive in every region, at
all economic development levels, under all political systems and
in all diverse religions, social and cultural environments.
As a consequence of occupational segregation women tend to be heavily concentrated
into a narrow range of occupations such as catering, clerical, cleaning, educational
(especially primary education), hairdressing and nursing (Miller and Hayward, 2006).
Such patterns of gender segregation are often attributed to the sex-role stereotyping of
occupations (Miller et ah, 2004). Certain occupations, including those mentioned above,
are viewed as stereotypical roles performed by females in the home, and are often
referred to as ‘women’s work’. These jobs are often also assigned a lower value in
relation to skill requirements and remuneration (Wirth, 2004). Traditionally, positions in
engineering, physics, the judiciary and legal professions were considered to be ‘male’
jobs. This streaming of men and women into trades, professions and roles is commonly
termed horizontal segregation (Blackburn et al, 2003).

Table 1.2 illustrates the gender profile of the occupational groups in Ireland. This table
highlights that although women account for three-quarters of workers in the clerical and
secretarial group (traditionally viewed as female work), they comprise just 5% of those
employed in craft and related occupations (traditionally viewed as male work). It is also
clear from Table 1.2 that there are over twice as many men, as women, in the category
‘managers and administrators’. The CSO report (2006) also highlights that occupational
segregation remains a feature of the Irish construction sector. This sector employed the
lowest proportion of women, with men representing almost 95% of employees in this
sector in 2005.

Table 1.2: Persons in Employment by Occupation in Ireland 2006

Men

Women

OOO’s

OOO’s

Clerical and secretarial

61.9

186.1

Personal and protective

80.4

137.9

Sales

69.3

109.1

Associate professional and

70.8

100.3

Professional

119.8

1 16.3

Managers and

215.5

97.5

141.1

26.6

Craft and related

274.6

11.7

Other

128.7

69.4

Total

1,162.0

855.0

Broad Occupational Group

service

technical

administrators
Plant and machine
operatives

Source: CSO, 2006

Even within female dominated occupations, however, segregation exists, where men are
more likely to hold the high-status, high-skilled and better-paid positions, with women
concentrated in the lower-skilled and lower-paid positions (Wirth, 2004). Vertical
segregation is the commonly applied label for this type of occupational segregation
(Wirth, 2001). Despite the rapid increase in female participation in the paid labour-force
outlined above, considerable evidence has been gathered that documents a dearth of
women in executive level positions not just in Ireland, but internationally. In the Irish
context, a recent study emphasised that gender segregation remains a significant feature
of organisational life (CSO, 2005). In both the Irish health sector and the education
sector, for example, both acknowledged as ‘female’ occupations, men predominantly
hold the more skilled and highly paid positions, such as doctors, administrators, and
school principals (CSO, 2005). In 2004, women represented 84% of primary school
teachers in Ireland, but only 51% of primary school managers were female (CSO, 2006).
A similar picture emerges in the health sector, where women represented 79.6% of all
staff in 2006, but held only 29.3% of the senior positions, such as medical and dental
consultants (CSO, 2006).

As Adler (1995) has resolutely stated, the single most uncontroversial, indisputable
statement one can make about women in management is, that there are very few of them.
Little has changed since Adler noted that, in 1995. An analysis of the statistical evidence
on the number of women in managerial positions worldwide highlights that women’s
increased involvement in the labour force is not paralleled within the management levels
of organisations. Interestingly, an international comparison of female managers is
recognised as being difficult to achieve, as official national classification systems include
differing categories of professional and administration staff, within the category of
manager (Davidson and Burke, 2000). Despite these definitional difficulties, it is clear
that women are not progressing into senior managerial positions at comparable rates to
their male counterparts. One of the most widely accepted statistics is that offered by
Davidson and Burke (2000), who indicate that in the EU, fewer than 5% of senior
management roles are occupied by women.

Although women now comprise a greater proportion of managers than in any previous
era (Powell and Graves, 2003), the situation remains one of a significant imbalance.
When, for example, the situation in the UK is examined, it can be seen that the number of
female managers, while still lower than their male counterparts, is increasing. The
number of women in management roles has trebled in the last ten years, with one-third of
all management positions held by women (Chartered Management Institute, 2005). Yet,
despite this increase, the numbers of women in the most senior management positions in
the UK are essentially negligible in comparison to the number of men. In their annual
study on the numbers of female directors in the FTSE 100, Singh and Vinnicombe (2006)
reveal that there has actually been a 1% fall in the number of female-held directorships,
and there are now just 117 women holding these positions in the UK. This accounts for
only 10.35% of all directorships in the FTSE 100 companies. Based on these figures, the
Equal Opportunities Commission has forecast that it will take 60 years for equal numbers
of male and female directors to be achieved in FTSE 100 firms in the UK (Equal
Opportunities Commission, 2006). This figure is an increase on the previous year’s
estimate that it would take 40 years for equality in numbers to be achieved. Somewhat
alarmingly, when they examined the situation in the political sphere, they forecast that
due to the current low level of female political representation, it will take almost 200
years to achieve equal number of women in Parliament in the UK (Equal Opportunities
Commission, 2006).

A similar pessimistic picture is revealed in the USA. In the recent Catalyst 2006 Census
of women in Fortune 500 companies, a similar slight decrease in the numbers of women
holding board seats in these companies has been revealed, falling from 14.7% in 2005 to
14.6% in 2006 (Catalyst, 2006). They anticipate that it will take 73 years for women to
achieve parity with men in the boardrooms of Fortune 500 companies in the US. It is also
noteworthy that in Fortune's listing of the 25 most powerful people in business in 2004,
only three women appear in the list (Colvin et al, 2004). Additionally, in Fortune
Magazine’s listing of the 10 highest paid CEOs in the world, no woman featured in the
list. Importantly, on this list, the male CEOs also earned more than two to three times
more than what the highest paid woman earned (Seid, 2006).

j

A parallel situation is revealed when the Irish statistics are studied. In Ireland in 1971
women comprised 4% of all company directors and managers. At that time, however,
only 28% of all women of working age were employed in the Irish labour market. The
situation is surprisingly little different today, despite the increase in female participation
rates and the rhetoric of equal opportunities legislation and organisational policies. In the
most recent Irish comprehensive study (Coughlan, 2002), which surveyed 6,000
managers, women comprise just 8% of chief executives and 21% of senior managers,
despite a female participation rate of 50% (Coughlan 2002). Table 1.3 below illustrates
the findings in relation to the numbers of women in management in business from
Coughlan’s study.

Table 1.3 Women in Management in Business in Ireland

Levels I-IV

Males

Females

Total

Female as %
of Total

I: Chief Executives/MDs
II:

Heads

260
of 984

23

283

8

271

1255

22

Function.s/Senior
Managers
III: Middle Managers

1245

551

1796

31

IV: Junior Managers

1464

1214

2678

45

Totals

3953

2059

6012

34

wSource Coughlan, 2002
(N=6()I2 managers)

The figures available for female employment in the Irish Civil Service, or public sector,
are noteworthy, as it is one of the largest employers in Ireland. Since the mid-1980s, the
Civil Service has advanced both policy and strategy, aimed at promoting positive action
and equal opportunity for women (O'Donnell and Cahill, 2005). At the lowest grades

(clerical grades) however, the majority (81%) of staff are female, while in contrast, just
under 6% of the most senior positions, that of Secretary General level, are female (CSO,
2006). Indeed, when Ireland is compared to other countries in relation to numbers of
women

holding senior organisational

and political

positions, the

IMD World

Competitiveness Yearbook 2004 ranks Ireland as 20'^ out of 60 countries on the numbers
of female legislators, senior officials and managers. In comparison, the USA ranks
second with 46%, and the UK is 16'*^ .

Interestingly, the absence of women in positions of organisational responsibility received
very little attention from the media, political parties, academics or the business
community until the late 1970s (Adler and Izraeli, 1988). Once the imbalance between
men and women in the most senior organisational positions became apparent, and
enduring, answers were sought that would assist organisations and governments in
addressing this incongruity. It is this search for answers which leads to the rationale for
this study.

1.3 Rationale for the Study
There has been considerable, sustained, academic interest in the question, why are there
so few women in senior management?, by many contemporary researchers, including
Singh and Vinnicombe (2004); Wirth (2004); Yedidia and Bickel (2001); Davidson and
Burke (2000); Oakley (2000); Wajcman (1998); and Adler (1993). This question, whist
crudely stated, is unequivocal. Explanations have centred around the concept referred to
as the ‘glass ceiling’. This pertinent metaphor is discussed in detail in Chapter Two,
therefore, it is sufficient here to outline its relevance to the rationale for this study.

This concept assumes that women’s under-representation at senior management levels is
not a matter of choice, or one of failure, by women. Critically, it is created by a series of
structural, institutional and attitudinal obstacles, which prevent women as a gender, from
progressing to the most powerful organisational roles (Coughlan, 2002; Morrison and
Von Glinow, 1986). Although these barriers can manifest themselves either overtly or

10

covertly, importantly, it is the societal belief systems about appropriate social roles and
behaviours for men and women which support and maintain these obstacles for women as
a gender (Korac-Kakabadse and Kouzmin, 1997).

Conversely, in recent years the media has enunciated the decisions of some high-profile
women to ‘opt-out’ of the competition for corporate board-level positions (Belkin, 2003;
Crittenden, 2001). The argument has been that women are choosing to leave these
powerful positions in order to stay at home with their children. The decisions of these
women are particularly apparent, because they remain essentially ‘tokens’ (Kanter, 1977)
in the male dominated world of senior management. A debate has ensued about the wider
impact of the decisions of these few high-profile women, for all women, with the notion
being challenged that the decision of these women to ‘opt-out’, is one of choice
(Williams, 2000). Research has highlighted that women with children may be choosing
to leave organisations, as a direct result of what is termed a ‘maternal wall’ (Williams and
Segal, 2003). This metaphor describes a situation where mothers experience distinctive
patterns of gender discrimination, resulting in their decisions to leave the workforce.

A number of theoretical perspectives have also been advanced to enhance understanding
of why, in the competition for the most powerful organisational positions, men are more
successful than their female counterparts. Singh and Vinnicome (2004:479) for example
have employed two different theories to examine the ‘persistent homogeneity’ of
organisational directorates. By applying social identity theory, they argue that people
define membership of particular groups such as family, race, gender and organisations,
by assigning social categories. Consequently, the senior male management team appears
to prefer candidates who are similar to themselves. They posit that because social identity
theory holds that performance of similar individuals is seen as higher in the ‘in-group
than the out-group’, women will have to do more than their male counterparts, to
succeed. A second theoretical explanation proffered by Singh and Vinnicome (2004) is
social networks and social cohesion theory. They argue that by using this theory, women
who are not senior executive directors, have less capital to offer than their male peers,
making them less attractive to those making CEO and non-executive director

appointments. In order to sueceed they posit that women must bring capital to the social
networks and be able to contribute beyond the job description, to the wider network.

Three additional theoretical perspectives are proposed by Omar and Davidson (2001).
First, the gender-centred perspective contends that women possess personality traits,
attitudes and behaviours which are inappropriate for senior managerial positions. Second,
the structural perspective submits that deeply held beliefs and cultures of organisations
create a unique environment which facilitates the career progression of men over women.
Examples include the ‘old boys’ club, occupational segregation, lack of female role
models and a resistant male-dominated corporate culture. Third, the social system
perspective posits that social and institutional systems within which organisations operate
include beliefs about gender and behaviour, which work to the advantage of men rather
than women.

Notwithstanding the usefulness of the glass ceiling metaphor and these various
theoretical perspectives in rationalising an answer to the question of why there are so
many men, and so few women, in senior managerial roles, it remains a complex subject.
While the extant literature abounds with studies attempting to address this question, there
is a paucity of interpretavist studies which explore the experiences of women at middlelevel management positions. Studies have focused on samples of women at senior
management levels (Vinnicombe and Singh, 2003; Wellington, Brumit Kropf and
Gerkovich, 2003; Linehan and Scullion, 2002; Linehan and Scullion, 2001; Linehan,
Scullion and Walsh, 2001), and at all management levels (O’Neill and Bilimoria, 2005;
Singh, Vinnicombe and Kumra, 2005; Kirchmeyer, 2002; Schneer and Reitman, 2002). A
limited number of studies have specifically examined women in middle-level
management positions (Cooper Jackson, 2001; Veale and Gold, 1998), none of which
have examined the Irish context. Research on women at this middle-management level is,
thus vital, specifically because it is individuals at this organisational level who are the
successors to the executive suite.
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Building on this background it is apposite to advance the central objective of this
research, which is to investigate career progression choices of women in middlemanagement level, as a significant determinant of the low levels of female representation
at senior management levels in Irish organisations.

Addressing this specific issue will

expand our current level of understanding of why there are so few senior female
managers. There is also a practical imperative for generating new insights which assist in
enhancing our knowledge of the persistent nature of the domination of senior
management by men. Organisational leaders acknowledge that their ability to attract and
retain the best employees is critical to organisational success (Davison and Burke, 2000).
Schwartz (1992) notes, that despite pressures from the competitive global environment,
organisations are failing to maximise women’s contribution. Singh and Vinnicombe
(2004:486) succinctly capture the prevailing argument as follows:
Opening up elite positions in the boardroom to women as well as men
would give companies a more balanced profile which should allow
them to take advantage of the female talent pool in their own and other
companies.
Additionally, there is a paucity of empirical research on the topic of women in
management, in the Irish context. Limited empirical work has been conducted on this
area, with the most recent large-scale study carried out by the Irish Business and
Employers Confederation (Coughlan, 2002). This quantitative study completed in 2001,
surveyed over 6,000 managers at all levels in Irish business. The findings from this report
identify structural, institutional and attitudinal elements of the glass ceiling as responsible
for the dearth of women in senior managerial positions in Ireland. Other Irish studies
examine much smaller samples, with a focus on specific areas. These include the hightech industry (Cross and Linehan, 2004), the accountancy profession (Monks and Barker,
1995) communication patterns of men and women in the workplace (Sheridan, 2007) and
informal organisational practices (Cross and Linehan, 2006; Cross, Linehan and O’Brien,
2005). This thesis, therefore, proposes to address this aperture in the empirical research;
taking as its unique focus, the experiences and perceptions of middle-level female
mangers in Irish organisations, that is those women whose next career promotion is to the
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senior management team. The primary findings will contribute to both the limited
research on the Irish context, and to the wider extant literature on the glass ceiling.

An extensive review of the literature on the glass ceiling, presented in Chapter Two,
coupled with the specific focus of this thesis, led to the development of an initial set of
issues. These informed data collection during the empirical phase of this study and were
categorised into career aspirations and choices, and attitudinal, structural and institutional
components of the glass ceiling. In an effort to provide structure to the generation of data,
these targeted issues were developed into a series of issues. Under each of these issues, in
order to assist with the creation of the interview guide, a number of issue-led prompts
were also po.sed. These can be expressed as follows:
•

Career aspirations and choices

The two key prompts in this issue are first, to examine if female middle-level managers
are interested in progressing to the senior management team? Second, if they have a
specific plan to achieve their career aspirations?
•

Impact of organisational culture

In addressing this issue, two key prompts were posed, first, does gender-based
stereotyping act as a barrier to female managerial career progression? Second, how would
each respondent describe the culture of their organisation with regard to career
progression for women?
•

Promotion opportunities

In terms of promotion opportunities, the key concern here was to establish if the
respondent believed they had the same opportunities as their male counterparts in the
promotion process to senior management level, in their organisation?
•

Career and family conflict

The main area of concern here was to examine if the dual responsibilities of a career and
a family impact on female manager’s career progression?
•

Importance of networking, mentors and role-models for promotion

Three key areas were examined here. First, if the respondents believed networking is
important in terms promotion in their organisation? Second, what role do they believe
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mentors have in the career of a female manager? And finally, how do they believe role
models influence them in terms of promotion in their organisation?

This study sought to address each of these issues and additionally to report, discuss and
analyse other relevant issues which arose during the collection of data. The following
section highlights the research methodology chosen to achieve the central objectives of
the study.

1.4 The Methodological Approach
While Chapter Three details the methodological choices, it is appropriate to briefly
outline the approach adopted to the collection of primary data in this study. In addressing
the central objective of this thesis, it was necessary to adopt a methodological approach
which provided the opportunity to gain insights into the organisational and career
experiences and perceptions of women at middle-level management positions, across
industry sectors, in Ireland.
This led to the choice of a qualitative paradigm; as Gill and Johnson (2002:168) note, the
objective of an interpretative approach ‘is to understand (verstehen) how people make
sense of their worlds, with human action being conceived as purposive and meaningful
rather than externally determined by social structures, drives, the environment or
economic stimuli’. This approach ‘stresses the importance of the subjective experience of
individuals in the creation of the social world’ and emphasises the analysis of subjective
accounts and ‘getting inside’ situations (Burrell and Morgan, 1979:6). The emphasis in
this approach is not on collecting precise data, but on context-laden, qualitative
information, from which theories can be built, not tested. Following this approach,
interviews were chosen as the most appropriate data collection tool.

Thirty female managers participated in this study. This number allowed the generation of
a rich data set with potentially different perspectives and experiences. Men were
deliberately not included in the sample for this study. As McGee-Calvert and Ramsey
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(1992:80) argue, the study of women in management has not experienced ‘any dramatic
leaps forward in quite a while’, because using men as a standard of comparison and
‘adding’ females to the sample has not really changed the nature of the research. This
study has, therefore, taken as its starting point, the unique perspectives and experiences of
female managers. From these different viewpoints and understandings, new insights into
the working experience of female managers can be developed; which in turn should assist
in the generation of new perspectives on the glass ceiling.

1.5 Outline of the Thesis
This thesis follows a well-established pattern in its structure and the sequence is set out as
follows:
Chapter 2 builds upon the introductory chapter and provides a review of the extant
literature. This review begins by exploring the reasons for the increase in women’s
participation in the paid labour force which was outlined in Chapter One. It also
acknowledges, that although the numbers of women in senior managerial positions are
low, there are female CEOs and directors; and examines the key factors which have
resulted in this development.

The concept of the glass ceiling, and its significant

explanatory power in addressing the question of why there are so few senior female
managers, is explored in detail. Each of the constituent elements of the glass ceiling are
identified and discussed to provide a comprehensive understanding of the phenomenon.
The final section of Chapter Two focuses on the changing nature of careers for both men
and women. It discusses how career development models, founded on the traditional male
career, fail to account for the contemporary female career, and the choices faced by
women in managerial roles.

Chapter 3 sets out the research philosophy and methodology and the tools employed in
this research. The chapter begins by brieOy outlining the philosophical dilemma facing
the social scientist. The choice of and rationale for the research methods employed are
considered. The appropriateness of the qualitative paradigm and the use of in-depth
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interviews for primary data eolleetion in this study is justified. This chapter then focuses
on the selection of respondents, details the interview process and describes the data
analysis techniques used in the study.

Chapter 4 reports the main findings from the research conducted with thirty female
jTiiddle-level managers. The findings are presented in five thematic sections, which
mirror the construction of the literature review. This chapter begins by examining the
career aspirations and career choices of the women in this study. The challenges faced by
female managers at middle management level as a result of the attitudes of the senior
management team in their organisations are then explored. The final section of Chapter
Four examines the barriers for female managers that emanate from structural and
institutional factors in organisations.

Chapter 5 presents the analysis and discussion of the findings in this study. This analysis
is presented thematically, using the context of the research objectives and questions
posed in Chapter One, and the literature presented in Chapter Two. The discussion aims
to highlight how the current study confirms, challenges, and adds to previous literature in
the field of women in management.

Chapter 6 the final chapter, seeks to effect closure for the reader, by offering a synthesis
of the evidence and a discussion of the contribution of this study to the literature. It is
argued that the result of this integration is the construction of a new perspective on the
glass ceiling, namely, the 'self-imposed glass ceiling'. The implications of this model for
the debate on why there are so few female senior managers are expounded. The analysis
and interpretation of the data gathered in this study additionally resulted in the creation of
a new ‘Family-Career Model’ of female career development. While this model builds on
previous models, it is reasoned that it provides a contemporary approach to the extant
literature in this area. The chapter concludes by detailing the limitations inherent in the
study, proposing implications for organisations and suggesting directions for future
research.
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Chapter 2: Literature Review

The skill of writing is to create a context in which other people can think
(Edwin Schlossberg, 1945 - )

2.1 Introduction
Chapter One set the context for this study by examining the significant changes
experienced in female labour force participation rates, in recent decades, both globally
and specifically in Ireland. This chapter builds on this background, by initially examining
the rationale for the rise in the numbers of women in the Irish paid labour force. Chapter
One also identified the increase in the numbers of women holding management positions,
both globally and in Ireland. Notwithstanding this increase, the statistics presented
highlighted that (he more senior the organisational position, the more evident the gender
gap. In examining this issue, the glass ceiling is a useful metaphor in understanding the
dearth of women in senior management. In this chapter its emergence and constituent
elements are explored. The final section of the chapter then explores the demise of the
‘traditional career’ and its impact on female careers; as career development is
instrumental in discussing career progression. Finally, career development models are
identified, with specific attention paid to the lack of career development models modelled
on the contemporary female career. The choices women face in attempting to balance
careers and family responsibilities are the focus of the remainder of the chapter.
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2.2 Determinants of Increases in Female Labour Force Participation
As evidenced in Chapter One, women’s economic activity rates have significantly
increased since the 1970s. While this situation has been experienced in countries across
the globe, the empirical research in this study is located in Ireland, it is therefore pertinent
to explore the determinants of the significant rise is women’s involvement, in the Irish
paid labour force. Numerous, well-documented reasons are proposed for this increase
(Coughlan, 2002). Five key causes can be identified, namely, the removal of the
‘marriage bar’; the introduction of equality legislation; the birth of the ‘Celtic Tiger’ and
the growth in the service sector; changing attitudes concerning the role of women in Irish
society and the increase in women undertaking third-level education. Each of these issues
is discussed below.

First, women have historically been excluded from participating in paid employment in
Ireland (Coughlan, 2002; O’Connor, 2000). From the early 1920s, public service workers
(civil service, local authority and teachers) were forced to resign when they got married.
This ‘marriage bar’ was not removed until the 1970s, when its removal allowed women
to remain in the paid labour force after marriage. The UK had a similar ‘marriage bar’ in
place, where civil servants and female teachers has to resign (Wolf, 2006). This was
however abolished in 1945, some significant time before the Irish bar was lifted.
Combined with this ‘bar’, the Government’s taxation policy for many years favoured the
unmarried female worker, as money earned by a married woman was considered, for
taxation purposes, to be her husband’s money (O’Connor, 2000). As the Irish Minister of
State, Frank Fahey (Department of Justice, Equality and Law Reform, 2006) recently
said:
Only thirty years ago, salary scales in Ireland were often differentiated
on the grounds of gender and frequently also on marital status
In the intervening time, government taxation policy on this issue has changed. Money
earned is now taxed on an individual basis, or on a joint basis, allowing married women
to be taxed separately on money they earn. The OECD has, however, in a recent report
(2006) indicated that the existing tax system still works against women, in that marginal
tax rates on second earners in a family are still higher than they need to be. The OECD
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recommends that the government move to an individual system of taxation which would
be more gender neutral.

A second and possibly the most powerful reason for the increase in female participation
rates, is found in Ireland’s accession to the European Union in 1973. Membership
ensured the introduction of numerous pieces of equality legislation, such as the Equality
Act 1998/2004; Maternity Protection Acts 1994/2004; and Anti-Discrimination Pay Act
1974. The primary purpose of the equality legislation is the elimination of discrimination
in the workplace, by preventing discrimination on nine grounds, including gender
grounds, and by promoting equal opportunities. The introduction of this legalisation has
been significant in achieving greater gender equality in Ireland. In terms of its operation,
for example, the Equality Act 2004 seeks to implement the provisions of the amended
Gender Equal Treatment Framework, Framework Employment Directive and Race
Directive, from the European Union. These Directives take precedence over Irish law
(Equality Authority, 2005). Under the Employment Equality Acts, women may not be
discriminated against in relation to access to employment, promotion opportunities,
payment for work done, conditions of employment and training and work experience.

Irish women also receive protection under the Maternity Protection Acts. The Maternity
Protection Act was first introduced in 1981 and entitled women to 14 weeks maternity
leave, additional maternity leave, right to time off from work for ante-natal or post-natal
care, right to return to work. Possibly the most important aspect of the Act is that the
right to return to the same position is guaranteed by the legislation. The 1994 Act
extended the scope of the legislation, provided for health and safety leave under certain
circumstances and contained new provisions regarding time off for natal care visits. The
Maternity Protection Act 1994 was amended in 2001 and extended the leave period to 18
weeks. Leave entitlements were further increased with the 2004 Act which came into
effect on the 18th of October 2004. In the 2006 budget, the Irish Government increased
these leave entitlements to 26 weeks paid leave and 16 weeks unpaid leave (Equality
Authority, 2007).
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In comparing the Irish provisions with other European countries, a study conducted by
the EIRO in 2003, evaluates the similarities and differences between family related
entitlements in nineteen countries, across the continent of Europe (Math and Meilland,
2004). The report highlights that the comparison is, however, not straightforward, as the
boundaries between different types of leave have tended to blur and various categories of
leave may overlap. Despite this issue, it is clear that Ireland now has maternity leave
provisions similar to that of many other countries in Europe, and in some situations,
better than many countries. The length of maternity leave varies greatly from one country
to another, from the minimum 14 weeks required under the 1992 Directive in Germany,
to approximately six months in Hungary, Ireland, Slovakia and the UK. In the UK,
ordinary paid maternity leave of 26 weeks may be extended by additional unpaid
maternity leave of 26 weeks, meaning total leave may thus be a whole year (Math and
Meilland, 2004). In Ireland total leave, for those who choose to add unpaid leave to paid
leave, total time away from work is 42 weeks, or 10 months. This is a significant
increment from the position in Ireland in the recent past, where the entitlement was just
14 weeks paid maternity leave.

The situation in Sweden and Norway, two countries which were often held as exemplary
examples of how the system should work, is complicated by the fact that parental leave
and maternity leave are not detached. According to the Math and Meitland report (2004),
in Sweden, paid parental leave of 480 days is an entitlement shared by both parents, all of
which is transferable from one parent to another (except for 60 days). Consequently,
mothers may take a minimum of 60 days and a maximum of 420 days leave. In Norway,
parental leave is also a shared entitlement. Of the total leave of 52 weeks, four are
reserved for the father and nine for the mother, with all of the remaining 39 weeks
capable of being shared (Math and Meilland, 2004). It is interesting that these countries
focus on the role of the father in the rearing of children, something which is not part of
the Irish approach to this issue.

Parental leave is another legislative entitlement which has the possibility of spreading the
burden between both parents. As Math and Meilland (2004) state however, the 1996
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Directive on parental leave effectively forced amendments to the parental leave
entitlements in certain EU member states, since it effectively compelled some states, such
as Ireland and the UK, to introduce this type of leave in addition to existing maternity
leave. It is unlikely that this leave would have been introduced without this directive. The
length of statutory parental leave varies from country to country, ranging from a
minimum of three months (13 weeks) in the UK and Belgium to three years in countries
such as Finland, France, Poland and Spain. The duration of parental leave has been
extended over the past few years in Italy, Spain and Sweden, while Ireland and the UK
only introduced statutory leave as recently as the late 1990s (Math and Meilland, 2004).
vStatutory parental leave is unpaid in Ireland (also in Greece, the Netherlands, Portugal,
Spain and the UK) and the statutory entitlement is just the minimum, of three months, as
required by the 1996 Directive. The entitlement is however paid in countries such as
Austria, Finland, France, Germany, Hungary, Poland and Slovakia. Math and Meilland
(2004) argue, that because of the manner in which this leave is paid in some countries, it
is implicitly targeted at mothers, in as much as the benefit is paid at a flat rate, which
encourages the parent with the lowest wage, or poorest employment prospects, to avail of
the leave provisions. Paternity leave is also available in many countries studied in this
report, something which is not available in Ireland. The overall result, is that the burden
of child-rearing in the early years, is firmly placed on the mother.

Another well-documented reason for the increase in female employment numbers is the
growth in the service sector and the emergence of the ‘Celtic Tiger’. The economic boom
that occurred in Ireland in the 1990s resulted in a significant demand for labour, much of
which was filled by women. The most significant ri.se occurred in the ten years between
1993 and 2003, where total employment in Ireland increa.sed by over 60% (Fas, 2002).
Female participation rates were a significant factor accounting for this rise. The
proportion of women of working age in the labour force increa.sed by about 3% between
1971 and 1981 and by the same percentage in the decade to 1991 (Collins and Wickham,
2001). During the 1995-2000 period when the ‘Celtic Tiger’ was at its height, the
numbers of women entering the labour force ro.se from 36.5% to 47.9% (Fas, 2002).
Female participation has continued to ri.se, as the Irish economy remains one of the most
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successful in the world. In 2005, greater participation by women aged 45 and older is
credited for the increase of 40,000 in the workforce in 2005 alone (Fas, 2005). Within
this growth, the service sector has experienced unparalleled expansion. The numbers
working in the Services sector in Ireland have grown from under half a million in 1973,
to almost 1.2 million in 2003, a total increase of over 700,000 persons. Today, almost
two-thirds of the labour force are employed in the service sector (CSO, 2006). The
OECD however, expresses a note of caution when examining the female labour force
participation rates in Ireland. In their 2006 report (OECD, 2006) they highlight that
despite these documented increases, female participation rates remain below the OECD
average, for all women, except the under-thirty age group.

Another key factor in the increase in female participation in the labour force has been the
changing attitudes and expectations of both females themselves and of the role played by
women in Irish society. Article 41.2 of the Irish Constitution states that women do not
have to work outside the home:
The State shall, therefore, endeavour to ensure that mothers shall not be
obliged by economic necessity to engage in labour to the neglect of their
duties in the home.
This article defines separate roles for men and women and has been at the heart of sexrole stereotyping that has existed in Ireland. It has assisted in perpetuated the traditional
attitudes towards the role of women in Irish society (O’Connor, 2000). Yet the role of the
father in relation to domestic life is omitted from the Irish Constitution. Despite this, the
introduction of equality legislation has resulted in a change in attitudes to women’s role
in the paid labour force. This is evidenced in the significant increase in female labour
force participation rates and their involvement in traditionally male occupations, such as
the police force, fire fighters, airline pilots and headmasters. The Government and policy
makers have been central in promoting a more equal perspective regarding the treatment
of women in the workplace. This is evidenced in the adoption of gender mainstreaming,
by the Irish Government, to advance equality of opportunity between women and men
across the National Development Plan 2000 to 2006 (NDP, 2005). In effect this means
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that a gender equality perspective must be incorporated, as measures are planned,
implemented and evaluated.

The increase in the numbers of women undertaking third level education has also been a
significant factor in the increase in female employment rates. The percentage of both men
and women aged 25-34 with a third qualification increased over the period 2000-2005.
The percentage of men increased from 27.5% in 2000 to 34.9% in 2005. The
corresponding increase for women was, however, greater, moving from 30.5% in 2000,
to 43.7% in 2005. Women represented over half (56.8%) of all third level graduates in
Ireland in 2004 (CSO, 2006). A recent CSO report (2006) highlights, however, that
although the numbers of female graduates are increasing, they remain in the traditional
areas, such as health and welfare. Women represented over three quarters of all graduates
in the health and welfare fields and in education, while men represented just over 81% of
graduates in the engineering, manufacturing and construction field (CSO, 2006).

According to a Forfas report, Ireland compares favourably with its European counterparts
in terms of the ‘potential pool’ of women in science, engineering and technology (Forfas,
2004). Female representation in the sciences, both at degree and post-graduate level, is
strong, with over 50% of female science graduates in 2002, compared to a European
average of 41%. The numbers of women participating in engineering was, however,
disproportionate, with Just 17% of engineering graduates in 2000, which is below the
European average of 20% (Forfas, 2004). There are also strong gender differences
between the occupations of male and female graduates after graduation. A report from the
Economic and Social Research Institute (Russell, Smyth and O’Connell, 2005) drawing
on a national representative survey of over 2000 recent Irish graduates, highlights this
divergence. They argue that the occupational differences between the genders reflect
highly gendered patterns of subject choice at third-level. They further note that subject
choice and choosing to work in female dominated occupations play a significant role the
disparity between female and male pay, particularly in the private sector.
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The combination of all these factors, the removal of the ‘marriage bar’, the introduction
of employment equality legislation, changing attitudes and expectations of both women
and the nation, the ‘Celtic Tiger’ and higher educational attainment of women have
resulted in a significant increase in female participation in the Irish labour force. This
increase has, however, as highlighted in the statistics presented in Chapter One, not been
replicated in all spheres of organisational life. Nor has there been any significant change
in the numbers of women in senior management positions, since women’s advancement
into the paid labour force. The justifications for an increase in numbers of women
entering management levels are well documented in the extant literature. These include:

o

The competitive advantage argument - to achieve the all-important competitive
advantage, organisations must maximise the use of all their human resources, most
especially women’s capabilities and talents for management (Antal and Izraeli, 1993).
Rosener’s (1997) profile of senior female managers in the USA revealed that women
cope well with ambiguity, are comfortable sharing power, and tend to empower
others. These are leadership traits that Rosener contends, lead to increased employee
productivity, innovation, and profits; resulting in the illusive competitive advantage.

o

The diversity argument - the integration of a diverse group is the key to its synergy
according to Maznevski (1994). Women, therefore, are necessary in the senior
management team if it to maximise its performance. In addition, given the current
skills shortage, the effective use of diverse skills within the organisation makes sound
business sense (Singh and Vinnicombe, 2004; Cassell, 2000).

o

The demographic argument - with the falling population projection and the increase
in the age of the working population organisations need to hire, promote and retain
talented women (Vinkeburg et al, 2000). This argument has also received support
from the OECD. In a report on the economic position of Ireland, they indicate that
labour supply is a significant issue facing Ireland in the future, with an aging
population (OECD, 2006).
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o

The feminine leadership argument - traditionally, female characteristics were
believed to disqualify women, as the male-manager stereotype was a prevalent
requirement. Among the qualities valued by today’s enlightened organisations are the
‘people skills’ deemed as important for all managers (Antal and Izraeli, 1988).

o

The business case argument - research conducted by Catalyst, the US based
organisation examined the link between financial performance of 353 Fortune 500
corporations and the gender diversity of their top management teams (Catalyst, 2004).
Their findings highlight that the group of companies with the highest female
representation performed better financially than the group with the lowest female
representation. These findings were also a factor of a study conducted by Bilimoria
(2000) where she found that financial status was higher in the most profitable 50 of
the 500 companies studied.

One of the most logical arguments is that once women start to move up the organisational
ranks, an increase in women in management positions will occur (Economist, 1986).
Over thirty years have effectively elapsed since women began entering the labour force in
significant numbers; the expected repositioning of women into positions of management
across all sectors of the economy has, however, not materialised. Vertical segregation is a
common feature of organisational life across the globe.

Numerous studies have highlighted that irrespective of the sector being examined,
women are under-represented at all levels of management, and most significantly at
senior management level (Davidson and Burke, 2000; Laufer, 2000; Lahtinen and
Wilson, 1994). One cause of this phenomenon is commonly labelled the ‘glass ceiling’,
and represents a series of invisible, artificial and attitudinal barriers to upward mobility,
based on gender, irrespective of individual ability (Morrison et al, 1987). The following
section examines the concept of the ‘glass ceiling’, beginning with an outline of the key
themes in the literature on this topic. The constituent elements of the ‘glass ceiling’ are
then explored.
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2.3 The Glass Ceiling
Despite the passage of time since the introduction of equal opportunities legislation many
women have reached junior and middle-level management, yet they appear unable to
extent their scope into senior management, in any significant numbers (Wirth, 2001). As
Davidson and Burke (2004:3) posit, despite the numbers of women in management
worldwide, they are predominantly in junior and middle management roles:

The numbers of women holding top management positions has held
fairly constant. This leads to a contemporary question: ‘Why are there
.so few women in top management?’.
In examining the reasons why women appear to have been frustrated in progressing
through organisations in a similar fashion to their male counterparts, many reasons have
been identified. The metaphor ‘the glass ceiling’

was first coined during a

groundbreaking three-year study of women executives, the ‘Executive Women Project’,
which began in 1984 (Morrison et al., 1987). Since its initial use in the Wall Street
Journal by Hymowitz and Schellhardt in 1986, the term ‘glass ceiling’ has become
embedded in corporate, social and political dialogues, and refers to the invisible barrier
that prevents women rising above a specific management level in organisations. It is a
powerful metaphor however, which refers not simply to an invisible barrier for an
individual based on their ability to perform at a higher level in the organisation; but rather
it applies to women as a group, who are kept from advancing into senior management
positions, simply because they are women (Morrison and Von Glinow, 1990).

There is now an extensive literature on this topic, with evidence from Australia, the
United States and Europe, which indicates that women face obstacles in their careers
which are not faced by their male counterparts (Singh and Vinnicombe, 2004; Davidson
and Burke, 2004; Goughian, 2002; Federal Glass Commission, 1995; Still, 1994). The
specific problems and pressures which have been identified as unique to female managers
include lack of opportunities and power of women; lack of mentors and role models;
gender ba.sed stereotyping; lack of access to male informal networks (Catalyst 2005;
Vinnicombe and Singh 2003; Brass 1995; Morrison and Von Glinow 1990; Kram 1988;
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Kanter, 1977). In a large scale cross-company, global study, examining the relationship
between gender and career advancement, conducted by the Centre for Work and Family,
at Boston College in the USA, women reported facing many more obstacles to
advancement than men (Galinsky, Salmond and Bond, 2003). Their study combined both
qualitative and quantitative methods, with 1,200 executives participating in the study.
The findings specifically highlight that women believed they were faced with more
barriers to advancement than men, specifically, being excluded from important networks,
having a limited number of role models, having limited opportunities for experiences in
line or in general management positions, facing gender stereotypes, and being in dual
career families.

These difficulties, in additional to trying to maintain a family and home, are found to
create enormous pressures for women in management roles (Davidson and Cooper, 1984:
34). In a survey of 374 managers (323 men and 51 women), carried out by Scase and
Coffee, focused on the stress and pressures of management, 82% of the women believed
that they faced ‘greater pressures than men as managers’ (1989: 107).

Burke and

McKeen (1994) in their review of the stress literature concluded that working women
experience more stress than working men, and the sources of that stress are ‘related to the
expected and actual roles of women in society and to the fact that women still occupy
minority status in organisations’ (1994: 18). Additionally, women consistently work
longer hours (paid and unpaid) than men and perform the majority of the unpaid
household work (Crittenden, 2001).

Cross-cultural studies and reviews have been undertaken in order to compare male and
female managers, in terms of managerial efficiency and performance. These have
produced results which reveal that there are actually far more similarities, than
differences, in terms of managerial efficiency and performance between the genders
(Davidson and Cooper, 1992). Where differences do occur, they tend to be found not so
much in the way each sex ‘manages’, but stem from factors associated with the low
proportion of female managers, attitudinal differences, prejudices, discrimination, and
different life circumstances and stressors of female managers in comparison to male
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managers (Hultin, 2000; Scase and Goffee, 1989; Nicholson and West, 1988; Cooper and
Davidson, 1984; Donnell and Hall, 1980).

Research suggests that many of these

differences are regarded as negative and, therefore, hamper the career advancements of
women in management (Davidson and Cooper, 1992: 16).

The glass ceiling remains a contemporary issue, with many surveys and reports being
undertaken internationally (Catalyst, 2005; Singh and Vinnicombe, 2004; EOWA, 2003).
The constituent elements however appear to be entrenched, as illustrated in a recent
survey of senior-level women and men, in twenty countries across Europe (Catalyst,
2002). The Catalyst report (2002) identified key barriers which negatively affect
women’s advancement in corporations. These are stereotypes and preconceptions about
women’s abilities and suitability; the lack of senior or visibly successful female role
models; commitment to family or personal responsibilities and the lack of mentoring.

It is important to note also that a number of additional similes, based on the glass ceiling
metaphor, have also been offered to explain other aspects of the barriers faced by women.
The ‘glass wall’ refers to occupational segregation experienced by women, as discussed
in Chapter One (Still, 1997). The ‘glass cliff metaphor is used to explain the situation
where women are more likely to be appointed to boardroom positions when
organisational performance is poor, and the risk of failure is high (Ryan and Haslam,
2004). Ryan and Haslam (2004) posit that the notion of women being good in a crisis
situation may underlie this phenomenon. The position of effectively being on a ‘glass
cliff can be seen as being exceptionally dangerous for the women in that position. This is
viewed as an additional hurdle women may have to overcome, even once they have
shattered the ‘glass ceiling’ (Worman, 2005). A different perspective on the metaphor of
the ‘glass ceiling’ is offered by Large and Saunders (1995) who consider the ‘glass
ceiling’ phrase as more tlexible, than standard. They believe it is not simply a case of
‘one-size fits all’. They see the glass ceiling having varying degrees of thickness and
being fixed at different levels, depending on the organisation.
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Another interesting perspective on the glass ceiling is found in Simpson and Altman’s
(2000) study of 221 male and female managers in the UK. Evidence from the study
suggests that the glass ceiling is ‘time bounded’, with an interaction between age and
seniority. They found that younger female managers (those under 35) were actually
outpacing their male counterparts in achieving senior positions. The explanations they
propose, relate to a re-thinking of the processes underlying the glass ceiling. Upwardly
mobile young women they suggest, may be seen as a sub-category of ‘high flier’, rather
than as women, thus effectively been ‘a-gendered’ at this early stage of their careers,
allowing them to progress faster than older women (those over 35) (2000:195). Another
explanation relates to a ‘relocated’ glass ceiling, where younger women appear to
overcome lesser barriers early on in their careers, which are lower down the
organisational hierarchy. At more senior levels, however, career barriers tend to intensify
and ‘women encounter more intractable barriers that are difficult to overcome’
(2000:195). Recent evidence from Helfat and Wolfson (2006) supports this viewpoint.
Their study analysed data from almost 10,000 Fortune 1,000 executives. Findings reveal
that although half of these organisations do not have female executive officers, of those
women who have attained these positions, they have done so at a younger average age
than their male counterparts.

Interestingly, Schwartz (1989) believes the metaphor of the glass ceiling can be
misleading, as it suggests an invisible barrier created by corporate leaders to hinder the
promotion of women managers. Schwartz (1989: 68) contends that it is much more than
this:
A more appropriate metaphor would be the kind of a cross-sectional
diagram used in geology. The barriers to women gaining senior
management positions occur when potentially counterproductive layers of
influence on women — maternity, tradition, socialisation — meet
management strata pervaded by the largely unconscious preconceptions,
stereotypes, and expectations of men. Such interfaces do not exist for men
and tend to be impermeable for women.
Policy-makers, however, appear to view the glass ceiling as a problem that can be
managed by organisations, through providing opportunities to women, that men routinely
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obtain. This is evident in many of the recommendations to organisations on how to
address the imbalance in the management statistics. Attempts by both governments and
organisations to improve the position of women at senior levels in business, by a series of
piecemeal reforms, adopted in an ad-hoc manner as suits each organisation, has, however,
done little to redress the imbalances so regularly identified. As Buzzanell (1995) argues
this approach precludes discussions and social action that could create transformational
change. The recent large-scale study, for example, conducted by the Families and Work
Institute in Boston College (2003:8) included the following recommendations for action:
•

Focus on leadership - clarify essential leadership skills for senior management
and broaden the range of accepted leadership styles in order to foster
individuality. Communicate the benefits of having wider spectrum of leaders.

•

Focus on key developmental experiences - provide opportunities for learning and
development on the job, for challenging and visible ‘stretch’ assignments.

•

Focus on work-life - alter company understanding about work-life, clarifying that
it is both possible and positive to have a viable personal life whilst holding a
senior management position in the organisation.

Conversely, the glass ceiling appears to remain a feature of organisational life for
women. Some thirty years after the introduction of equality legislation Meyerson and
Fletcher (2()0():28) suggest, that perhaps it has gone ‘underground’. They explain:

Today discrimination against women lingers in a plethora of work
practices and cultural norms that only appear unbiased. They are
common and mundane—and woven into the fabric of an organisation’s
status quo—which is why most people don’t notice them, let alone
question them. But they create a subtle pattern of disadvantage, which
blocks all but a few women from career advancement.
Taking the above point into account, it is important to note that young women are equally
as ambitious as their male counterparts to develop successful managerial careers. In a
recent report by the Families and Work Institute at Boston College (2002) exploring the
interactions between generations and work, the findings reveal that fewer women than
men wanted to move into positions of responsibility in their careers (52% and 36%
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respectively). This gap between the two is, however, quite minor, especially in light of
the overall decrease in ambition by both genders reflected in the study. Support for the
view that women are as ambitious as men to attain CEO positions is also found in a
Catalyst study (Catalyst, 2004). This research explored the views of 705 senior-level
women and of 243 senior-level men about their attitudes towards women working in
Fortune 1000 companies. The findings highlight that equal numbers of men (57%) and
women (55%) want to occupy the most senior role (CEO or equivalent) in an
organisation; emphasising that ambition for the most senior organisational positions is
not lacking in women.

In summary, all of the above issues and perspectives are commonly found in the body of
literature examining the ‘glass ceiling’. This metaphor has been dissected in many
different ways in an effort to uncover and analyse the major obstacles preventing many
women from progressing into senior management levels. Four of the most commonly
used are; first, Izraeli and Adler (1994) make the case that issues affecting women in
management have been studied from three perspectives, with a fourth added to explain
the persistence of the glass ceiling:
1)

A reliance on individual-level differences between women and men.

2)

An emphasis on organisational context.

3)

The unveiling of institutionalized discriminations.

4)

Revealing power's influence in the organisation to pre-empt change.

Second, Hultin (2000) combines these four approaches into two, and examines them from
the perspectives of (i) individual-level explanations (gender differences in individual
qualifications and family responsibilities; and effort and performance) and (ii)
organisational level explanations (sex segregation and allocative discrimination). Third,
Morrison and Von Glinow’s research divided these obstacles into three broad categories,
namely, (i) structural barriers or discrimination, (ii) gender roles and stereotypes and (hi)
individual differences or deficiencies (Morrison and Von Glinow, 1990). Finally, in
Goughian’s Irish study (2002), she identifies three overlapping factors, namely structural.
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institutional and attitudinal factors, as critical in explaining women’s lack of
advancement into the most senior managerial positions.

Following Coughlan’s allotment of categories, which is both informative and appropriate,
as it is the only recent large-scale study of the relationship between the glass ceiling and
female managers in Ireland, the myriad of barriers outlined above are set out in Table 2.1
below. These are examined in greater detail in the following sections.
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Table 2.1: Inhibiting Factors Unique to Female Career Progression

ATTITUDINAL FACTORS
FACTOR
Societal Attitudes

EXPLANATION
•

Perceptions of the social and occupational roles of men and
women influence both individual decisions and those of decision
makers (Izraeli and Adler, 1987).

Gender-hased

•

Stereotyping

Negative stereotypes regarding women’s abilities/suitability for
management roles and the characteristics of effective managers
are still viewed as ‘think manager - think male’ (Schein,
2001:683).

Organisational

•

Culture

The attitudes of the most senior figures in an organisation are one
of the most important determinants of women’s corporate
progress as they set the corporate culture (Adler, 1993).

STRUCTURAL AND INSTITUTIONAL FACTORS

Factor
Selection and

Explanation
•

Promotion criteria
Work-Family Conflict

Unclear selection and promotion criteria allows scope for senior
management discretion (Coughlan, 2002).

•

Pressures

from

work

and

family

are

seen

as

mutually

incompatible in a way that makes participation in one role more
difficult to participate in the other (Greenhaus and Beutell, 1985).
Networking

•

Exclusion from informal male interaction networks is recognised
as a significant factor affecting women’s advancement (Ibarra,
1992).

Mentoring

•

Mentors are viewed as a crucial factor in success in management
and there is a lack of mentors available to women, both because
of the lack of female senior managers and because of the
perceived

risks

associated

with

cross-gender

mentoring

(Vinnicombe and Singh, 2003).
Role models

•

The relative scarcity of women in senior managerial positions
makes it difficult for junior women to find female role models
(Kanter, 1977)

Adapted from Coughlan (2002)
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All of the barriers which constitute the glass ceiling, can exist in a conscious or an
unconscious state and are inextricably interwoven into the fabric of organisational life.
Each impacts on the other and is impacted on by each other. The key obstacles identified
in the previous review of the relevant literature are discussed in the section below. It
begins by examining the impact of attitudinal factors and then moves on the discuss the
impact of structural and institutional factors on the career progression of female
managers.

2.4 Attitudinal Factors: Barriers to Female Career Progression
This section begins by examining each of the attitudinal obstacles set out in Table 2.1 in
the preceding section. It begins by discussing the attitudes that have influenced the way
in which the role of women in society has developed. The section then examines the way
in which stereotypical attitudes regarding gender affect women’s career progression
within organisations. Finally, the impact of organisational culture is then discussed.

2.4.1 Societal Attitudes

Women face obstacles to career progression on a number of fronts with regard to
attitudes of the society within which they live. As Adler (1987) reported in her seminal
work, almost all cultures differentiate between the roles men and women play in society.
In the western world, and particularly in Europe, the role of women has traditionally been
primarily that of housekeeper and mother. The teachings of the Catholic Church have had
a significant inEuence on the position of women in certain societies. Their teachings
focus on the primary responsibility for rearing children as lying with the mother. In Italy,
for example, the church has played an important role in shaping the values of that society.
This may account for the fact that many women stop working after the birth of their
children (Ryder, 2004). As Ryder (2004) explains, the shortage of women in senior
positions in Italy is due to a combination of both cultural and social factors. For centuries,
Italy has been a male-dominated, patriarchal society. It has long been considered that the
woman’s place is in the home, to raise children and take care of the household.
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A similar situation exists in Ireland, where the significant role played by the Catholic
Church in the development of Irish culture is evident in government policies through the
twentieth century. As Garvin (2004) discusses, the Catholic Church in Ireland was
powerful and autonomous and operated in effect, as a second government, or a state
within a state. One example of this can be seen in the controversial Mother and Child
Scheme in the 1950s, championed by the then minister Noel Browne. In 1950 he
proposed introducing a scheme which would provide free maternity care for all mothers
and free healthcare for all children up to the age of sixteen, regardless of income. The
scheme was vetoed by the Catholic bishops at the instigation of the medical profession.
As a result of this pressure from the bishops, it was then abandoned by the Cabinet, and is
seen as a defining moment in Irish church-state relations, and in the Irish political history
of the twentieth century. Another example of the way in which the Church influenced the
direction of government policy with respect to the role of women in Ireland can be seen
in the issue of the availability of contraception in Ireland. In line with the Catholic
Church’s teachings on this issue, it was illegal to sell contraceptives in Ireland until 1979.

Alongside the role of the Catholic Church, the Constitution enshrines the position of
women in society. Article 40.3.3 and 41.2.2 specifically relate to the role of women in the
home and as mothers. It is clear from the wording of the Constitution that it is in these
roles that women are especially valued, 7/2 particular, the State recognises that by her
life within the home, woman gives to the State a support without which the common good
cannot he achieved'. This Constitution was however written in 1937 and does not reflect
the role occupied by women in modern day Irish society. It also omits any reference to
the role of the father in childrearing. The patriarchal attitude taken by the Irish State
towards the role of women in society is evident in the approaches taken by successive
governments to the role of the father in caring for a newborn child. Maternity leave is an
entitlement for ‘all female employees in Ireland' (Equality Authority, 2007). Conversely,
paternity leave, (where the father is entitled to time off following the birth of his child) is
not an entitlement, and has never been legislated for in Ireland. This would appear to
indicate, that the State, through the government, places primary responsibility for the care
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of newborn children, solely with women. Other European countries appear to have a
broader egalitarian view of this issue; yet the amount of statutory time off allowed is still
modest and reflects clearly where governments see the burden of responsibility resting. In
the UK, for example, paid paternity leave was introduced in 2003 (Department of Trade
and Industry, 2006). Fathers are allowed two weeks leave on the birth of their child. The
same provisions are available in France and Italy (Math and Meilland, 2004). Norway is
the most progressive European country, with fathers allowed four weeks paternity leave.
Yet, realistically, this short period of time does not allow for a man to stay at home to
care for a newborn child. Women are, thus, seen as primarily responsible for childcare
across Europe.

Despite the narrow perspective of European governments to this issue of childcare, a
series of rapid social and economic changes across Europe and particularly in Ireland, in
the last decade, has resulted in a transformation in attitudes towards working women. The
demand for labour in Ireland, was, and continues to be so robust, that it has allowed
women who had been out of the workforce, due to childrearing responsibilities, to return
to work (McCarthy, 2004). This is particularly true for the over 45 age group (Fas, 2005).
An additional related factor, resulting from the economic success experienced in Ireland,
is the exceptional rise in house prices. From 1994 to 2000 the nominal house price
increase averaged close to

14%, per year (O’Sullivan and Hogan, 2002). The

consequence is that in Ireland, the average price paid for a house nationally in January
2007, was €311,078, (Duffy, 2007). The reality of this rise is that couples now have
monthly mortgage payments which require both partners to work outside the home. As
Collins and Wickham (2001:5) posit, it is married, young mothers who comprise the
majority of the increased female labour force participation ‘which has been fuelling the
Celtic Tiger’. These women would, in the past, have stayed at home to rear their children.
The issue of childcare arrangements, arising from the necessity for both partners to work
outside the home, has thus become a significant political issue, as the vast majority of
women are now working full-time (Collins and Wickham, 2001) and are therefore unable
to remain at home to care for their own children. The results from a nationwide poll
conducted in 2005 by the Irish Examiner and Landsdowne Market Research, found that.
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of the 1,081 parents surveyed (those with children younger than 14 years) more than 84%
believe the government has failed to properly address the issue of high-quality child care,
despite the government policy of encouraging women to return to the workforce (Me
Cartaigh, 2005). Childcare issues were rated in this survey as the third biggest political
issue for parents, highlighting its significance.

As a result of the combination of these issues, attitudes towards women in Irish society
have been required to change, to adopt a position of acceptance of the working mother.
Today, women’s social function is no longer viewed as being solely in the home. A
recent report from the Irish Committee on the Elimination of Discrimination against
Women raised concerns about the gender stereotypes contained in Articles 41, which
rellect a stereotypical view of the role of women in the home and as mothers. It also
highlighted that amendments to the article are being considered by the Parliamentary
Committee on Constitutional Reform (Irish Council for Civil Liberties, 2005).

Whilst attitudes towards women's role in Irish society may not have altered to the extent
some wish for, the experience of women in Ireland, Europe, the USA and Australasia, is
much different than that in many other countries. This is particularly so in countries in
Asia and the Middle East. As Ya-Hui Lien (2005) posits, Taiwanese women have to
struggle with the conflict between traditional Chinese values and those of the developed
countries in the Western world. The religious practices of many countries have a direct
impact on the societal attitudes, and in particular, the attitudes towards women holding
management roles. Islamic teachings, for example, do not allow women to lead men
(Omar and Davidson, 2004). The impact of religion on female career advancement is also
evident in a study conducted by Kabasakal and Bodur (2002). They found that when the
cultural practices and norms are compared across countries, Turkey, Egypt, Morocco,
Qatar and Kuwait were found to be cultures characterised by highly masculine practices
and norms. As Adler (1987:19) observed, societies expect women to behave in certain
ways, and men in others.
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In many cultures, the traditional female role perpetuates attitudes and behaviours which
fail to support attributes associated with that of management. In the case of southern
Europe and Italy, for example, Olivares (1993) reports that only three percent of women
are employed in upper management positions. Olivares suggests this low percentage of
senior female managers can be attributed to the sociological context of Italian society
and, in particular, the historical role of the Catholic Church which has played an
important aspect in cultural values, and to the fact that only 30 percent of Italian women
work outside the home. The representative value of marriage and motherhood for women
is still very strong, and may help explain why many women stop working after the birth
of a child (Olivares, 1993). A similar situation can be seen in Portugal, where, if equal
opportunities for men and women in managerial careers are to occur, major cultural and
social changes would be required (Cunha, 1993: 182).

Women in Portugal are still

expected to fulfil their maternal role, which includes not only childbirth, but also child
rearing responsibilities, and at the same time are expected to pursue a serious professional
career.

Despite the demands made on a society to change its attitudes towards the primary role of
women, individual attitudes can be resilient and are often a product of the individual’s
upbringing, which, in turn, is affected by the primary socialisation culture of the country
within which a person lives. Black et al. (1992) suggest that cultural traditions and norms
are formed slowly and change even more slowly and with great difficulty. The following
section identifies the effects of this transition on attitudes towards women in
organisations.

2.4.2 Gender-based Stereotyping
For many in society, women’s work remains inextricably linked to unpaid work
performed by women in the home (Lahtinen and Wilson, 1994). While Ireland has
adopted the EU directives promoting equality in the workplace for women, and legislated
accordingly, attitudinal change has taken place at a much slower pace than legislative
change. Stereotypes and perceptions are a significant feature of working life for women.
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As Ruinelhart (1984) explains, a stereotype is a pre-established expeetation about an
individual or a group, which allows them to reduce their uncertainty about what people or
groups are likely to want, to believe, or to do. In order to make sense of the social
environment, people are grouped into categories, and attributes are associated with those
categories. According to O’Leary and Ryan (1994) these attributes are either generalised
from direct experience, or they are based on culturally transmitted information, because
they refer to groups with which perceivers have little direct experience. O’Leary and
Ryan suggest that bias enters the process by which people’s observations become
represented in ‘sex-stereotypic beliefs’ (1994: 65).

Heilman (2001) posits that there is evidence that indicates that traditional stereotypes of
men and women predominate in both work and non-work settings and continue to impede
women’s progress to the most senior organisation positions. She proposes that gender
stereotypes can be classified into two categories. The first is what women are like,
classified as descriptive stereotypes. In this view, men are viewed as agentic - aggressive,
forceful, independent and decisive; while women are viewed as socially or service
orientated, or ‘communal’, for example, kind, helpful, selfless, sympathetic and
concerned about others (Heilman, 2001:658). The second category she calls prescriptive
stereotypes, which describe how women should behave, rather than how they do behave.
The communal traits for women are, she posits, a central feature of how women should
behave. The same is true for men. Thus, she argues, in many cases, the agentic
characteristics for which men are ‘so positively valued, are prohibited for women’
(Heilman, 2001:659). This viewpoint has traditionally acted as a barrier for women who
are attempting to move into senior management positions, as these positions are believed
to require people to perform in a particular way, which is directly linked to sex-role
stereotyping. Schwartz (1989:67) notes:

Men continue to perceive women as the rearers of their children so they
find it understandable, indeed appropriate, that women should renounce
their careers to raise families . . . Not only do they see parenting as
fundamentally female, they see a career as fundamentally male . . . This
attitude serves to legitimize a woman’s choice to extend maternity leave
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and even, for those who can afford it, to leave employment altogether
for several years
In a study conducted by Hunt (1975), examining management attitudes and practices
tov/ards women at work, he discovered that managers in Britain believed that the
qualities needed for managerial jobs were more likely to be found in men, than in
women. While Schein’s work on male and female middle managers in the United States
and young business students in the United States, Germany and Britain, (Schein et al,
1996; Schein and Muller, 1992; Brenner et al. 1989; Schein et al, 1989) found that the
attitudes of those surveyed, regarding the characteristics of effective managers, are still
associated with males, or as Schein notes, ‘think manager equals think male’ (Schein,
2001:683). In managerial work, this view that ‘manager means male’ is one of the most
commonly accepted stereotypical attitudes inherent in the role (Willemsen, 2002).
Berthoin-Antal and Izraeli, in their review of women in management world-wide, state
that:
Probably the single most important hurdle for women in management in
all industrialised countries is the persistent stereotype that associates
management with being male (Berthoin-Antal and Izraeli, 1993: 63).
As Heilman (2001:659) argues, it seems that not only are the most senior hierarchical
positions occupied by men, but ‘good management’ is also seen to be a ‘manly business’.
Marshall (1995) argues that such sex-typing of the managerial role acts as a major barrier
impeding the progress of women into the executive suite. The significance of
stereotyping to female career progression is also highlighted by Powell (2003). He
indicates that in studies conducted over three decades, a good manager is most often
described as higher in stereotypically masculine traits i.e. assertiveness, decisiveness and
confidence, than in feminine traits such as co-cooperativeness, communication and
supportive behaviours.

The result of these consistent, preconceived notions is that women believe they have to
work much harder than men to prove themselves, and often have to adapt to ‘male’
working styles and attitudes to succeed. As indicated by Morley and Walsh (1996) a male
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st> le of working, places less value on ‘caring’ and more emphasis on those qualities
traditionally identified as ‘male’, so that women have to chose to adapt male values or
attempt the difficult task of changing those values. Heilman (2001) further suggests that
deviations from the prescribed behaviours of each sex, often creates disapproval and
negative reactions, in both genders. Additional support for this perspective is found in the
findings of research conducted by Jago and Vroom, (1982) and Bartol and Butterfield
(1976) which reveal that when women behave in a non -female stereotypical manner, the
consequences are often negative. Heilman (2001) describes two of the penalties as
personal derogation and dislike. She posits that the use of derogatory terms such as ‘ice
queen’ and ‘battle-axe’ are often used to describe successful women, and highlight the
negative consequences for women who behave outside of the stereotypical norms
associated with being female. Additionally, she suggests that when women are seen to be
competent at male sex-typed work, they are disliked more than men.

Kanter (1977) chose the term ‘tokens’ or ‘solos’ for the under-represented members of
women senior managers. Kanter was one of the first to suggest that if women comprise
less than 15 percent of a total category in an organisation they can be labelled ‘tokens’, as
they would be viewed as symbols of their group rather than as individuals. She observed
that token women in a large organisation were highly visible and subject to greater
performance pressures than their male counterparts (Kanter, 1977). She suggests that the
smaller the minority that women find themselves to be in an organisation, the greater
their chances of being isolated and evaluated on the basis of sex role stereotypes. The
behaviour of one token is perceived as representative of all tokens. These women have
difficulty gaining the trust of their male co-workers, and are excluded from informal
networks (Kanter, 1977).

More recent studies which support Kanter’s findings argue that women in token positions
experience particular strains and pressures not felt by dominant members of the same
organisational status (Powell, 1993; Freeman, 1990). Other disadvantages which have
been associated with being a token woman, include increased performance pressure,
acting as a test case for future women, isolation, lack of female role models, exclusion
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from male groups, and distortion of women’s behaviour by others in order to fit them into
pre-existing sex stereotypes (Davidson and Cooper, 1992).

According to Freeman

(1990), being a token woman not only means having no female peer support, but working
in an environment which provides no role models of women in senior positions.
Research has shown that female role models in higher managerial positions act as
important influences in terms of career aspirations for other women (Freeman, 1990).
The relative scarcity of women in senior managerial positions however, makes it difficult
for junior women to find both female role models and female mentors.

According to Kanter (1977), professional women employed in organisations where few
promotional opportunities are apparent, may engage consciously or unconsciously, in
strategies designed to differentiate themselves from women as a group and identify
instead with men (Kanter, 1977).

Ely (1994) suggests that attempts to differentiate

emanate from the fear of being overly identified with women and being linked to the fate
of women as a group.

Male colleagues, therefore, become the reference group for

women adopting this direction, and this reinforces man’s dominant position.

Ely

proposes that there are two roles which women may adopt in this situation, the masculine
role or seductress or sex-object role (Ely, 1994: 133).

According to Gutek (1985), when women adopt the masculine role they enact values and
behaviours traditionally associated with men. As discussed in the previous section, sex
role stereotypes related to management seem to evolve from the common views of males
as more task-oriented, objective, independent, aggressive, and generally better able than
females to handle managerial responsibilities (Davidson and Cooper, 1992: 90).
Alternatively, females are viewed as more passive, gentle, consideration-oriented, more
sensitive and less suited than males for positions of high responsibility in organisations
(Marshall, 1984). Gutek observed that a high percentage of one sex in a job category
leads to the expectation that people in that job should behave in a manner consistent with
the gender role of the numerically dominant sex (Gutek, 1985). Following this approach,
women would, therefore, be required to behave like men.
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According to Schein (1975), management is usually stereotyped as a male occupation.
Kanter (1977) has argued that in these circumstances token women aspiring to advance to
more powerful positions may act like men in an effort to gain acceptance by the gate
keepers of those positions (Kanter, 1977). Ely (1994) also agreed that women wishing to
attain positions of power in organisations where there is still an imbalance, will continue
to enact the masculine role. Enacting the masculine role, however, also causes problems,
as Scase and Coffee (1989) found, for example, when some female managers in their
study tried to blend more easily into the dominant male culture, they felt the negative
‘pay-off was that sometimes this strategy could result in being ‘taken for granted’ (Scase
and Coffee, 1989).

Powell (1993) further suggests that another reason why female

managers may enact the masculine role is that, as the differences between token women
managers and men managers tend to be exaggerated, women in this situation may
conform to their male colleagues’ style of management to reduce their gender visibility
(Powell, 1993).

The second option available to ‘token’ women is that of the seductress/sex-object role. In
the seductress role, the female manager is ‘viewed as a sexual object which once again
detracts from her credibility as a competent manager’ (Davidson and Cooper, 1992: 92).
This role also hampers a token woman’s freedom to work closely with and socially
interact (for example, have business lunches) with men at work, without the threat of
questioned sexual motivations, innuendoes and gossip (Davidson and Cooper, 1992: 93).
According to MacKinnon (1979), however, the economic realities of women’s lives,
resulting from women’s generally inferior position in the workplace, may place demands
on them to ‘market sexual attractiveness to men, who tend to hold the economic power
and position to enforce their predilections’ (MacKinnon, 1979: 174). Similarly, Kanter
(1977) has described the role of the seductres.s/sex-object as one of the few roles
available to token women for whom opportunities to advance are limited (Kanter, 1977).

Interviews conducted by Davidson and Cooper (1992) with female managers revealed
that the majority of their respondents reported having being pressurised into adopting
certain sex-stereotype roles at work (1992: 90). The roles which Davidson and Cooper’s
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interviewees identified with were similar to the stereotypical roles which Kanter (1977a)
suggested are often attributed to token women, for example, ‘the mother, the confidante,
the seductress or the pet’ (Davidson and Cooper, 1992; 90). Kanter further suggested that
managerial and professional women are blocked in their career progression because of
the bias and stereotypes men have of women. Burke and McKeen (1994) concur with
Kanter, and note that such bias or discrimination is often rewarded by organisations,
despite the demonstrated level of job performance of managerial women (1994).

Studies by Davidson and Cooper (1992) and Bartol (1980) established that ‘the motherearth role’ was by far the most common role reported by female managers. Davidson and
Cooper (1992) described the mother-earth role as a function of an individual from whom
others can seek personal counselling about work as well as other problems. This role can
be both time consuming and exhausting.

Bartol (1980) suggested that, because the

mother-earth role requires the female manager to be passive, nurturant and non-critical,
‘it tends to preclude effective job performance’ (1980; 205-21). As can be seen from the
research cited above, whether women choose to adopt the masculine role or the
seductress role, there are problems associated with both roles. So what is the solution for
women in senior management? What role should they adopt? A proposition by Bern
(1974) and endorsed by Davidson and Cooper (1992) is the concept of androgyny (the
combination of both male and female qualities such as emotional expressiveness and
decisiveness). According to Bern (1974: 354-364):
The concept of androgyny (from the Greek andro, male, and gyne,
female) refers specifically to this blending of the behaviours and
personality characteristics that have traditionally been thought of as
masculine and feminine.
By definition, then, the androgynous
individual is someone who is both independent and tender, both
aggressive and gentle, both assertive and yielding, both masculine and
feminine, depending on the situational appropriateness of these various
behaviours.
According to Llewelyn (1981), the androgynous individual has been found to behave in
an adaptive manner doing what is appropriate in a given situation, rather than behaving in
a manner in which a rigid sex role demands. Advantages associated with androgynous
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behaviour are the ability of being free to be ‘oneself which has been associated with
positive mental health in females (Llewelyn, 1981). Powell and Butterfield note:
If an androgynous manager is defined as one who has the capability of
being high or low in both task-oriented and people-oriented behaviour,
most management theorists would agree that better managers are
androgynous. As long as it is ‘sold’ properly, androgynous management
deserves a place in the curricula of management training and
development programs (Powell and Butterfield, 1989; 216-37).
Further research by Powell (1993) found that the androgynous individual was associated
with higher self-esteem, with self-image and behaviour, which were less narrowly
restricted along sex-role lines, had a more flexible response to situations that seemed to
call for either fem.inine or masculine behaviours, and was seen to be more
psychologically flexible and more ready to meet the complex demands of society.

Marshall (1995) argues that male as the norm continues, however, to have an insidious
and pervasive influence on thinking. As indicated by Cleveland et al (2000) these gender
stereotypes convey the notion that men should have power or influence over women,
especially in the historically male domain of the workplace. This stereotyping of
management is important, as Martell and DeSmet (2001: 1123) argue:

If there is a defining feature of individuals who successfully navigate to
senior levels of management, it is that they are seen by others as
leaders.... If left unchallenged, gender stereotypes are often translated
into behavior (i.e., discrimination), causing female managers to be
treated less well than their male counterparts in such matters as hiring
decisions, evaluations of managerial and leadership performance, and
task assignments.
Leong et al. (1992) further suggest that ‘men’s attitudes toward women in management
have not changed much in the last two decades’ (1992; 192). This view is supported in a
review of international studies (Schein, 2001), where participants were asked to
determine what they perceived to be masculine or feminine traits. Those characteristics
were then compared with the traits that those participants deemed necessary for
managerial success.

Schein notes that these studies, conducted with both male
46

managerial students from five different eountries - China, the UK, Japan, German, US and male corporate managers in the USA, indicate that women are viewed as much less
likely to possess the ‘requite management characteristics’ than men (Schein, 2001:683).
Schein (1994) further suggests that the strength of the male business students’
perceptions in her studies are somewhat disquieting:

As they become managers and decision makers of the future, these
stereotypical attitudes are apt to limit women’s access to and promotions
within management internationally (Schein, 1994: 13).
In Schein’s studies of sex role stereotypes, she found that only female students in the
USA viewed successful middle managers, and women, as generally similar (Schein,
2001). In an effort to establish the profile of what was considered to be a successful
manager, Carnes et al (2001) investigated the views of 66 managers (both male and
female) in ten European banks operating in Luxembourg. Their findings lend support to
previous research mentioned here, and indicated that men in their study were moving
away from the ‘think manager-think male’ belief, towards a more androgynous style of
management, as characteristic of a successful leader. Women on the other hand,
continued to believe that the successful manager had a masculine leadership style.

Further support for this view is found in a large-scale study conducted in Australia (Still,
1997) which examined the perceptions and attitudes of employees in the finance industry
towards women in the workforce in general, and in particular, women in management.
Still’s findings highlight that the attitudes of senior managers, the vast majority of whom
are men, continue to limit women’s opportunities, most especially those women with
children or caring responsibilities. Schuck and Fiddle’s (2004) research with 93 female
managers in the Southeast of the US interestingly revealed that men believed that lack of
management experience and too few women in the executive pipeline were the two
critical barriers faced by women in their career progression. In contrast, the women in the
study reported male stereotyping of women and exclusion from informal networks as the
top two barriers to women’s advancement. This stereotypical attitude of management as
a male preserve is also found in an Irish study conducted by Goughian (2002). Some of
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the managerial performance requirements highlighted by participants in the study include
aggression, competitiveness and dominance, which are all generally assumed to be
masculine traits (Coughlan, 2002).

Taking these stereotypes into account, Vinkenburg and Engen (2005:87) question
whether ‘men and women lead differently’. Their detailed discussion of the research that
had been conducted on this area leads to a number of key points. They highlight that the
findings on actual leadership behaviours of men and women are in stark contrast to the
perceptions of how people characterise a successful manager, because a successful leader
is still described in masculine terms. Contradictorily, transformational leadership
behaviours are generally considered more effective, and according to Eagly, et al. (2003)
these have been most often associated with women, in the empirical studies that have
been conducted between 1985 and 2001. Transformational leadership has been linked to
positive organisational outcomes, hence its popularity in the literature. The key
characteristics associated with this leadership style are first, that is an androgynous style,
thus is equally available to both men and women (Hackman et al., 1992) and second, that
it includes relationship-orientated behaviours which women are more likely than men to
display (Eagly et al, 2003). As Burke so succinctly posits, it is the presence of the view
that a manager is masculine in character that places ‘managerial and professional women
at a huge disadvantage’ (Burke, 2005:18). While in reality, women and men may differ in
their actual behaviours in a leadership role, this review of the literature reveals that
support for the masculine stereotype remains strong, thereby affecting women’s’ ability
to perform in senior roles.

Another key issue associated with discussions on transformational leadership, is the
communication techniques connected with this type of leadership. Research conducted by
Tannen (1990) into the differences between men and women in communication styles
highlights that men and women do communicate differently. The communication style of
men, seeks

to establish and

maintain

status and dominance;

while

women's

communication style is more egalitarian. She asserts that women seek the input of the
other women present and make decisions based on the wishes of all, which leads.
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naturally, to a more transformational style of leadership. Eagly et al (2003) have also
highlighted that these types of relationship-orientated leadership behaviours are
considered more effective than more male orientated transactional behaviours.

It is worth noting at this point an interesting issue raised by Vinkenburg and Engen
(2005). They highlight that previous studies on leadership styles and management
characteristics have tended to be somewhat ‘contradictory or paradoxical’ (Vinkenburg
and Engen 2005: 101). They additionally postulate this situation may be resultant form
some studies using the word ‘leader’ and others the word ‘manager’, and conceivably:

Characteristics of successful leaders are more similar to the
stereotypically female, communal qualities; a successful m.anager may
appear to have essentially male, agentic qualities (Vinkenburg and
Engen 2005: 101).
Cross-cultural studies and reviews which have made comparisons of male and female
managers in terms of managerial efficiency and performance have, however concluded,
that there are far more similarities than differences between the two genders (Powell,
1993; Davidson and Cooper, 1992). According to Cooper and Davidson (1984), where
differences occur, the differences tend to stem from factors associated with the low
proportion of female managers, and attitudinal differences, especially prejudice and
discrimination, and different life circumstances of female managers compared to male
managers. Research conducted by Catalyst (1998) has also found that as a result of these
beliefs about sex-stereotypes, the perception that women, in effect, do not fit with the
corporate culture of organisations, is a powerful barrier to female career advancement.
The following section examines how organisational culture creates another gender
specific barrier.

2.4.3 Organisational Culture
O’Connor (1996) refers to the concept of organisational culture as the relatively stable set
of attitudes, values and beliefs which are embedded in the reality of organisations and
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which are renected in organisational structures and procedures. Organisational culture is
a multi-faceted construct, thus an in-depth discussion of this issue falls outside the scope
of this study. It is, however, a concept which recurs in the literature as one of the main
obstacles facing female managers who want to attain the most senior organisational
positions; therefore, it is necessary to examine how this issue acts as an obstacle for
women. Those women who are near the top of large organisations, report that aspects of
corporate culture and style, which up to now have been strongly male-oriented, are the
main barriers to their progression, and they are weakened by these organisational cultures
which they had no part in shaping (Thomson and Graham, 2005). In agreement with this
point, Adler (1993:14) notes that ‘the attitudes of the most senior figures in an
organisation are one of the most important determinants of women’s corporate progress’.

According to Sekraran and Leong (1992) the culture of an organisation has a subtle yet
profound effect on the status, progression and career development of women. As
Rothwell (1984) posits, the ethos of an organisation and especially the style and
personalities of senior managers are likely to have a major impact on the scope and
pattern of career development of women. This is because it is those individuals who
essentially create the organisational climate. This point is echoed by Maddock and Parkin
(1994), who indicate that the culture of the organisation can be set by corporate
management and that the culture of senior management can permeate down to all levels.
As Cockburn (1991:134) notes:

While people are working they not Just producing goods and services,
pay packets and careers, they are also producing culture.
One senior female executive interviewed for a recent study in the UK commented that in
relation to organisational culture, many organisations were effectively, ‘if not
consciously, certainly subconsciously, making it difficult for a woman to progress to the
top level’ (Thomson and Graham, 2005:3). Rothwell further notes that a very positive
attitude of the senior management team can ensure the career development of some
women, while a very negative attitude will mean that no women advance beyond a
certain low level, except in an ‘occasional specialist sideline suitable for a woman’
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(Rothwell, 1984: 15).

It appears therefore, that it is easier for women to gain

employment at the lower levels of an organisation, but, it is proving to be very difficult
for women to reach senior management positions, as a result of the way in which
organisational culture acts as a barrier (Wellington et al, 2003). As indicated by Solomon
(2000) this type of corporate culture is harmful, regardless of how subtle or unintended it
is.

According to Storey (1989), much depends on the organisation’s view of women;
whether they are viewed as a cost or investment, as he argues, ‘a valued asset rather than
variable cost’ (1989: 8). Discriminatory attitudes such as these persist in both US and
European

workforces and assist in explaining why

women are significantly

underrepresented in senior organisational positions. Meyerson and Fletcher (2000)
suggest that discrimination in organisations is so culturally deeply embedded, that it is
practically indiscernible. Rutherford (2001) further notes that people form great
attachment to their culture and this can act as a defence mechanism against the unknown.
She further notes that culture is expressed in the management style, work philosophies,
language and communication and informal socialising in an organisation (Rutherford,
2001).

Notably, a number of studies have identified that public sector and private sector
organisations are often two different entities in relation to organisational culture. In a
qualitative study conducted in New Zealand by Olsson and Pringle (2004), their findings
highlight ‘parallels and differences in culture between public and private sector sites for
the advancement of women’ (Olsson and Pringle, 2004: 38). They found that in the
public sector, the presence of Equal Opportunity initiatives was almost taken for granted
by women; it was seen as a place where women did not have to prove themselves in the
same way as those women who work in the private sector. While in the private sector.
Equal Opportunity initiatives were not seen as important to advancement for women, as
the competence and ambition of individual women. This difference between the public
and private sectors is also found in the Irish Civil Service, where the government
introduced a Gender Equality Policy to address the gender imbalance in the Civil Service,
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between management and other grades. The document sets out that the achievement of
gender equality will be:
•

Advanced by setting strategic objectives, at Departmental level, including
equality goals for a more balanced representation between men and women.

•

Attained through the development of an organisational culture which supports
gender equality and which maximizes the potential of all civil servants.

•

Assisted through commitments to equality in the main human resource
management policy areas of recruitment, placement and mobility, training and
staff development, promotion, work and family issues, language and harassment.

•

Aided by a programme of affirmative action in the main human resource
management policy areas (Gender Equality Policy, 2001).

This policy was formed in response to a survey commissioned by the Government as part
of the Strategic Management Initiative which found that although women accounted for
64 per cent of the total staff, they represented only 32 per cent of staff at senior grade or
above (Humphreys et al., 1999). In the policy, targets have been introduced for each Civil
Service department as part of its annual business plan to address the shortage of women
in senior management positions in the public sector in Ireland.

On a more positive note, Singh and Vinnicombe (2005:4) have identified ‘the creation of
an inclusive culture’ as one of the key factors resulting in an increase in the numbers of
female executive and non-executive directors in the FTSE 100 companies in the UK. This
type of organisational culture includes education and awareness of business leaders and
HR business partners, of the talents and differences that women bring to business, to
allow women to be recognised and valued in the talent process.

Moving on to examine one of the specific aspects of organisational culture, the concept
of a long hours culture is one which Rutherford (2001) highlights as a widely accepted
constituent of organisational culture. In her study on the organisational culture of two
large private sector organisations in the UK, she found that the culture of managers being
expected to work long hours is one which can be manipulated by management. Linked to
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this point is the fact that, as most senior managers are male, it is easier for them to work
longer hours than their female counterparts, who have family responsibilities. Rutherford
posits that the requirement of working long hours, particularly in senior management
positions, acts as a ‘means of closure to exclude women, because fewer men than women
are able to comply with’ (Rutherford, 2001:377). She further notes that this long hours
culture also intrudes into the divide between home and work life. Managers are also
expected to be available to work even when they are at home. This has been facilitated by
the communications links set up in the home - computers, faxes, emails and mobile
phones (Rutherford, 2001). In her study Rutherford (2001:378) found that many female
managers:

Took work home in the evenings, so that they could spend a couple of
hours with their children before settling down to finish what could not
be done in the office. Others got up early in the morning to do some
work before their family had got up. As part of an organisation’s
culture, the public/privatc discourse can perpetuate the reality of a dual
burden for women and continue to act as a rationale which makes it
more fitting that men dominate senior organisational life than women,
who in the back of many men’s minds really belong somewhere else.
The long hours culture of senior management is also evidenced in a study conducted by
the Families and Work Institute in the USA (Families and Work Institute, 2002). They
found that, on average, senior managers work an average of 50 hours per week. Similarly,
in a study conducted in New Zealand, women highlighted that working long hours was
seen as a necessity, in order to ‘really do what you do well’ and as a ‘path to excellence’
(Olsson and Pringle, 2004:33). An interesting angle of this long hours work culture is
found in study conducted by Schneer and Reitman (1995). They collected longitudinal
data from 676 MBA students who graduated between 1975 and 1980 and found, that in
relation to working hours, both men and women work longer hours mid-career than
earlier in their careers. They also found that even after controlling for differences in
management level, women work about two hours fewer per week than men. Schneer and
Reitman posit that there may be two reasons for this disparity, because their findings
highlighted that family related variables did not account for the differences between men
and women in this regard. First, that women may be placed, or may choose positions
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where fewer hours are expeeted, and second that women may be indicating their
displeasure with unequal management and pay levels and may be reducing hours to
restore equity (Schneer and Reitman, 1995). If, as Powell (1993) suggests, that
commitment to the organisation is measured in terms of time spent at the workplace, this
does not bode well for the careers of females with children.

The impact of the gender imbalance of women at different organisational levels on
organisational culture is one which has been identified by a number of authors (Ely,
1994; Marshall, 1984; Kanter, 1977). As Ely (1994) argues, this imbalance is important
in determining the experiences of women at all levels in the organisation, not just those in
the senior positions. He posits that organisations with relatively few senior female
women are seen as less hospitable to women and less accepting of attitudes, values and
behaviours typically associated with women. This point is echoed in research conducted
by Simpson (2()()()). She found that reinforcement of attitudes negative to women is more
likely to occur in situations where women tend to occupy fewer senior positions. She
gives examples of the types of attitudes that female managers experienced in her study, in
organisations where there were few senior women. These include a competitive culture, a
bullying culture and an aggressive culture. Simpson further notes that in male-dominated
organisations, a significantly negative attitude existed towards female managers.
Simpson’s study lends support to Ranter’s assertion that the dominant culture is
determined by the dominant group and that it is exaggerated in groups where there are
very few senior women (Kanter, 1977).

Organisational culture also has a particularly strong influence on the development and
uptake of organisational policies. According to Steele (1992), the perception of women in
the organisation and the level of understanding of their specific problems, will, to a large
extent determine the nature of the employers’ ‘women-friendly’ policies and their levels
of commitment to them (1992: 291). Dickens (1989; 168) suggests that women are in the
process of being rediscovered as a valuable resource and that if employers are to cope
with changes in the labour market they:
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Will need to plan their human resource needs in a strategic way:
considering new patterns of recruitment, exploring new sources of
recruits and/or reshaping of the jobs to which people are recruited;
considering better ways of retaining and fully utilising existing
employees with re-skilling and training to aid redeployment
The following section builds on this concept and examines the impact of organisational
policies and practices on the career progression of female managers.

2.5 Structural and Institutional Factors: Barriers to Female Career
Progression
This section begins by examining each of the structural and institutional obstacles that
face women in their pursuit of the most senior organisational positions, as set out in Table
2.1 in Section 2.3. It begins by discussing how organisational policies influence female
managers career progression. The operation of selection and assessment methods and
their impact on female career progression are examined. This section then identifies how
organisational policies may cause problems for those who have familial caring
responsibilities. The issue of balancing work and family life and the role of organisational
policies in impacting on this issue is then discussed. Women’s exclusion from male
informal networks and its effect on female managers’ career advancement is also
examined. The section ends by identifying the importance of mentoring for women in
management and discussing how the lack of female role models negatively impacts the
career progression of female managers.

2.5.1 Selection and Promotion Policies

Amongst the major obstacles preventing many women from progressing to senior
management levels include what are often termed structural factors. This is a very broad
category in the literature encompassing issues as diverse as the lack of childcare facilities
and female role models, to the geographical mobility requirements associated with many
management opportunities. Organisational architecture is an interesting term, that is
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useful in this regard. It was coined by Guy (1994) and refers to the systems, structures,
management processes, technologies and strategies that comprise the modus operandi of
an organisation (in Still, 1997). It effectively covers the formal organisational structure,
the design of work practices and, the selection and promotion processes. It is important,
in that it operates effectively as a secondary transparent barrier for women.

The subjective selection interview is still used in almost all selection circumstances,
despite the existence of evidence which shows it to be both unreliable and more likely to
facilitate bias against minority candidates (Hirsh and Jackson, 1989).

According to

Alimo-Metcalfe (1995), interviews are frequently poorly conducted and are open to
potential prejudices and personal bias.

Sources of bias include the interviewers’

perceptions of ‘feminine’ dress, physical attractiveness and a female candidate’s
suitability for a ‘masculine’ job (Alimo-Metcalfe, 1995: 98).

According to Alimo-

Metcalfe, ‘interviews can be regarded as a social judgement process which is highly
subjective and therefore easily susceptible to bias and prejudices’ (1994: 96).
Conclusions from a study by Click et al. (1988) showed that male applicants were still
preferred for the traditionally male job, and female applicants were favoured for the
traditional ‘female job’ (Click et al., 1988).

Because of the weaknesses of the selection interview, organisations have become
interested in more ‘scientific’ techniques of assessment, such as psychometrics (AlminoMetcalfe, 1994: Smith and Abrahamsen, 1992). Psychometric tests are used because of
their non-gender bias and the tests are regarded as offering reliable and ‘objective’
information of an individual’s ability or potential.

The difficulty with these tests,

however, according to Webb (1987), is that the sources of bias are developed gradually
and are so subtle that the bias becomes difficult to challenge. Webb (1987: 4-5) notes:
It is well established, but worth restating, that measures of individual
abilities are not neutral with respect to all social categories, but are
normative. They contain evaluative judgements about what should
count as ‘skills’ and ‘abilities’ and what test items measure these. They
are likely to be modelled on the perceived traits of current job
occupants, which means that atypical applicants are disadvantaged.
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According to Alimo-Metcalfe (1994), women in management are such a group. The
psychometric tests used are based on items which are identified within a particular
population sample and then piloted on a similar population.

From this, norms are

established which again are based on the sample population. Alimo-Metcalfe warns that
with regard to the managerial population there is likely to be a male bias, as the norms
would be derived from a male population (Alimo-Metcalfe, 1994: 97).

Similarly,

Jacobson and Jacques (1990) note that most of the psychology research conducted on
personality theory has been pre-1980s, which has been derived from studies of men,
conducted by men, in response to questions proposed by men, and the data analysed from
a male perspective (Jacobson and Jacques, 1990). According to Alimo-Metcalfe (1995),
researchers have only recently begun to investigate the existing theories and their
methodologies from a perspective of questioning their predominantly male bias (AlimoMetcalfe, 1995: 99).

Ability tests and intelligence tests are also used by some organisations as selection
procedures. Psychologists, however, have also outlined problems associated with the
design and norms of intelligence tests. According to Webb (1987: 4-5):
The construction of test items can be manipulated so as to favour one
group over another and this has long been known in the sphere of
intelligence testing . . . The IQ debate continues, but there is adequate
work to substantiate the argument that the construction of such tests can
be manipulated to reproduce, or to undermine, socially approved results
for the distribution of intelligence according to class, gender and
ethnicity.
Alimo-Metcalfe (1995) suggests that many of the popular intelligence tests being used by
organisations as part of the selection process for managerial positions appear to favour
the way in which men tend to think. She notes that there is evidence of women scoring
higher on verbal tests of intelligence than men, however men generally score higher on
numerical tests. From these results, Alimo-Metcalfe (1995) questions if verbal ability has
a lower status than numerical ability, for managers.
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Another development in assessing the potential of managers is the assessment eentre.
This provides for a partieular method of assessment, based on the notion of “if we want
to see if someone ean do a Job, let’s observe them trying to do it” (Alimo-Metealfe, 1995:
100).

With this method, eandidates who may be eonsidered for a partieular Job are

brought together and asked to undertake group and individual exereises that are designed
to assume important aetivities of a Job. The eandidates are observed in these and other
roles and are assessed by people who have been trained to assess their behaviours
(Gunnigle, Heraty and Morley, 2004). In Ireland, assessment centres have increased in
usage, despite the high expenses involved.

Such expenses include the cost of the

consultants who design the centre and train the managers, and the cost of individuals’
absence from work, which typically takes two or three days and usually involves
additional high accommodation costs (Gunnigle et al, 2004). According to AlimoMetealfe (1995), a reason for the increased popularity of assessment centres is that they
provide the most accurate assessments of individuals’ potential, and are used for ‘senior
management selection and to identify high llyers for fast-track career development
programmes’ (Alimo-Metealfe, 1995: 101).

Despite the increased accuracy of assessment centres, concerns about possible sources of
sex bias have been raised. Senior managers from the organisation are often asked to
assess the behaviour of the eandidates.

These senior managers are normally given

‘behavioural frameworks’ or ‘guidelines’ which contain specific examples of ‘above
average’, ‘average’ and ‘below average’ behavioural indicators.

If these indicators,

however, have been developed from a totally male management group, and if there is
evidence of gender differences in management style, then these indicators can offer
potential sources of sex bias (Alimo-Metealfe, 1995: 101). Findings from studies relating
to gender and managerial style are of particular importance to the situation of the
assessment centre, for example (Callan, 1993: 13):
In contrast to male managers, it is agreed that female managers can
often bring a high relationship approach to managing, which includes a
willingness to listen, to seek participation, a wish for disclosure and
greater concern about maintaining good interpersonal relationships
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Research findings on the differences in the way women and men communicate afso
highlight gender differences in verbal interaction (Tannen, 1990). These findings support
the view that behaviour which is regarded as ‘effective’ in assessment centres, and which
is used to identify potential for senior management, may be biased towards the male way
of dealing with situations. The result may be, that if women handle situations differently,
their behaviours are either ignored, or allocated low scores (Alimo-Metcalfe, 1995).
Research by Finigan (1982) reveals that underachievement was particularly pronounced
for females in male-dominant groups. This research was conducted for three sex-ratio
situations; male-dominant groups, female-dominant groups, and those in which there
were equal numbers of both sexes.

The result of underachievement of females in

assessment centres was found to be due, in part, to males controlling the input of women
to discussions (Finigan, 1982). Candidates attending these assessment centres for senior
management positions are often predominantly male, with the result that women who
attend are typically performing in unbalanced sex-ratio groups. Kanter noted that being
in a numerical minority inhibits that member's performance in a group situation,
particularly one without a history of working together (Kanter, 1977).

Another consideration of gender and performance in tasks operated in assessment centres
has been raised. Gender research conducted by Carbonell (1984) has highlighted the
importance of the fact that not all tasks are gender neutral. Women are found to play a
more active role and are perceived as more capable in ‘female’ tasks (Carbonell, 1984).
Researchers have asked, that since assessment centres are specifically designed to
replicate ‘real-life’ managerial situations, which are clearly male gendered, how can one
assume that this would not affect the performance of females (Ragins and Sundstrom,
1989: 51-88).

The various approaches to selection outlined above show that organisations attempt to
increase the ‘fairness’ of selection and assessment by adopting more scientific forms of
assessment.

They may, however, be increasing the effect of gender bias.

Alimo-

Metcalfe concludes that ‘as the techniques of assessment become more complex, sources
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of bias are far less obvious and hence less likely to be challenged’ (Alimo-Metcalfe,
1994: 104)

This issue of promotion within the organisation is one which is also impacted by the
gender of the candidate. According to Flanders (1994) employers often believe that
women are less committed to work and less able to undertake a full-time career than men,
due to their biological make-up. When promotion arises and when an employer is given
the choice between a man and a woman with equal qualifications, the woman, he posits,
is frequently viewed as the greater risk. Flanders (1994: 5) suggests that:
When it comes to promotion and career development, women are judged
not so much on their abilities and achievements, but on assumptions
about their family life, responsibilities and future intentions
The operation of promotion policies in many organisations is an area which often has an
unclear set of criteria attached. This allows for subjectivity rather than objectivity to enter
the process, with senior management allowed considerable scope for discretion
(Coughlan, 2002). Often, promotion criteria are focused on a preconceived notion of who
should perform the role rather than the qualifications required. The Hansard Society’s
Commission on Women at the Top (1990) in the UK, found that poor promotion
opportunities were a significant obstacle blocking women’s career aspirations within
organisations (David and Woodward, 1998). While in another study, conducted in the
finance sector in Australia, the findings highlight that women felt ‘disadvantaged’ in
comparison to men, in the areas of recruitment, selection and promotion (Still, 1997:3).

In an Irish study conducted by Cross and Linehan (2005) the findings suggest that
promotional policies have a significant negative impact on the advancement of women to
senior management positions. All of the interviewees in the study indicated a lack of
transparency surrounding promotion procedures within their organisations, and believed
this to be directly responsible for the low numbers of women at senior management level.
One of the respondents in the study recounted her experience of a recent promotion
opportunity, where she was initially told she was being considered by the organisation for
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a senior management position, and to ‘get herself ready’. Within her organisation,
promotion to senior level was a very unstruetured procedure, where company policy on
interviews for promotion competitions were not routinely adhered to. She was later
informed by her boss, that a decision had been made that the position would be filled by
an individual from outside the organisation. This new member of the senior management
team was male, someone with no experience in the technical area, but, ‘known to the
senior team'. Her genuine belief was that ‘gender was the issue’ and a lack of a
transparent, objective promotions policy worked to her detriment (Cross and Linehan,
2005:32).

Tharenou (2005b) indicates that working in male dominated hierarchies reduces women’s
advancement levels. As she explains, male managerial hierarchies are more likely to
promote men for managerial positions, as men feel more comfortable with other men than
they do with women. Hence, she concludes, they promote men. The same, she notes, is
true, when women hold senior managerial positions. Women increase the selection of
women for managerial roles (Tharenou, 2()()5b). The term often used for this concept is
homosocial reproduction (Kantcr, 1977). It refers to the inclination to look for the ‘right
kind of person’, which tends, more often than not, to mean the desire to appoint a
candidate/successor in one’s own image. Where those charged with making the
appointment are men, then it appears reasonable, using this paradigm, to appoint a man,
rather than a woman (Kanter, 1977).

As Rosner (1997:26) discusses, the ‘one-best

model’ of management and leadership leads to the thinking that anyone who is different
‘can only be worse’ (1995:33). Thus, if the ‘standard of quality is male, then being a
woman means being less good’ (1995:33).

Additionally, the lack of general management experience has often been cited as one of
the key reasons why women are unable to attain the highest organisational positions. A
Catalyst report (1998) highlighted that management were reluctant to give women,
operational management, or revenue-generation positions. In a recent survey conducted
by Catalyst in the USA this issue has been identified as a key obstacle facing women
(Wellington et al, 2003). This large-scale survey asked the views of 120 CEOs (almost all
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male) and 750 female executives at vice president level and above. The findings highlight
that 79% of women and 90% of CEOs cited the lack of general management, or line
experience as a key obstacle facing women. Thus, as men hold the most senior
organisational positions, and are therefore making the promotion decisions, lack of line
management experience is a significant obstacle facing women.

Continuing in this theme, Cockburn also suggests that when women are granted various
kinds of work Oexibility to enable them to cope with motherhood and other domestic
responsibilities, this allows them to be dismissed as ‘different’, and less serious than male
employees (Cockburn, 1991: 92). Research by Dickens (1992), also cautions that various
flexibility initiatives such as home-working or part-time working for women, which are
often cited as evidence of an equal opportunities approach, may actually be double edged,
in that they are seen as atypical, because they differ from the male norm. Developments
such as career breaks and part-time work, whilst recognising the current reality of
women’s lives, in attempting to juggle paid work and unpaid domestic work, can be seen
as initiatives which in practice, take women out of competition for jobs and thus ‘save’
full-time jobs for men (Figart, 1992; 43).

Similarly, Cockburn (1991) suggests that

flexibility initiatives also help perpetuate the assumption that women bear the primary
responsibility for caring for and raising children, thus impacting negatively on their
promotion opportunities. This issue is addressed in the tollowing section.

2.5.2 Work-family Conflict
Much has been written about the effect work-family conflict and work-life balance has on
women’s ability and motivation to reach the most senior roles in an organisation (see
Linehan and Walsh, 2000; Baxter 1998; Scase and Coffee, 1989). It is accepted that
women’s careers are more complex than those of their male counterparts, stemming
mainly from the traditional role played by women in the home. The resulting work-family
contlict is experienced when pressures from work and from family roles are mutually
incompatible, such that participation in one role makes it more difficult to participate in
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the other (Greenhaus and Beutell, 1985). It is in this case that balancing the dual roles
becomes a concern, particularly for women.
Work-family conllict involves two types of condict, work obligations interfering with
family life (work-family conflict) and family life interfering with work duties (familywork conflict) (Marchese et al., 2002). One of the major issues facing women outlined in
the preceding sections is that women are still viewed by society and self as the primary
care giver in relation to their domestic responsibilities. Studies on the division of nonmarket labour highlight that women retain a disproportionate responsibility for both
domestic work and childcare, even in situations where both partners are working (Gunter
and Stambach 2003; Rees 1992). Although media reports indicate that men have
increased their participation in domestic duties, the burden of responsibility is still carried
by women.
In Ireland a recent survey conducted by the Economic and Social Research Institute
(McGinnity, Russell, Williams and Blackwell, 2005) regarding how adults spend their
time indicates that there are substantial variations by gender in relation to the proportions
engaged in paid work, domestic and caring tasks. The report reveals that women spend on
average five times longer each week on caring activities than men. The findings also
indicate that the burden of cooking and cleaning is also borne by women. Almost threequarters (71%) of Irish men do no cooking food preparation and over three-quarters
(81%) do no cleaning/laundry on a weekday, with little change at weekends; while over
two-thirds of women spend time on these. The report also compares the findings from
Ireland to those across other European counties, from the Eurostat publication How
pAiropecms Spend Their Time. The pattern that women have less leisure time than men is
consistent across all European countries. According to Hochschild (1989) because of this
uneN'en distribution of household work, women are said to work a ‘second shift’ at home
in addition to their first shift at work. Hochschild believes that women continue to work
this second shift because their Job is considered to be of less importance than their
husband’s Job.
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In the US, Gunter and Stambach (2003) found that this division of domestic labour has
implications for both men and women who work in demanding jobs. This is particularly
the case for dual career couples. Earlier definitions of dual-careers couples, as a married
couple (Sekaran, 1986) have broadened to acknowledge the social and economic realities
of modern times (Guteaman, 1991). Greenhaus and Callanan (1994) define a dual-career
couple as one where two people share a lifestyle that includes co-habitation and a work
role for each partner. A dual-career family adds children to this definition. As Guteaman
(1991) highlights, today’s working couples are often well educated and have high
expectations of realizing their potential as parents, workers and friends. In an effort to
find a balance between career and family, Guteaman further posits that dual career
couples/families will have to address the difficult choices between ‘we’ and ‘I’ in terms
of agreeing priorities and timing issues.
Sekaran and Hall (1989) argue that the young parenthood stage is the most stressful
period in the lives of dual-career couples as it is the time when both are making
substantial investments in their careers, whist at the same time, family life is at its most
demanding. Kidd (2006) agrees with this view, noting that many couples conform to the
cultural expectation that the man focuses on his career, while the female takes
responsibility for caring for the family. She further notes that organisational expectations
actually reinforce these behaviours, as it is accepted in organisations that women take
time off for child-rearing and avail of part-time working options, whilst it is not as readily
accepted that men do the same. When the Irish legislation in relation to time off for
rearing children is taken into account, the bias towards the role of the woman remaining
the primary care giver is reinforced (Irish Human Rights Commission, 2005). Similarly,
Arnold (1997) observes that men’s careers generally take precedence over women’s in
dual career households, leaving women with the lion’s share of the housework and child
care. As Arnold (1997:1 1) highlights, life in dual career households can have both high
rewards and high pressure.

It would appear that there are both benefits and disadvantages associated with being part
of a dual-career couple. Kirchmeyer (1993) describes the positive effects for both
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partners as including enhanced self-esteem, higher household income and more equal
relationships with children. Research studies have however also highlighted the degree of
stress and pressure faced by both parties, as the most challenging aspects of this type of
relationship (Gordon and Whelan-Berry, 2004; Parasuraman et al 1992). In terms of
dealing with this stress, research conducted with 50 middle class dual earner couples in
the US, for example, found that one work-family strategy used by the couples to deal
with the stress, was that wives disproportionately scaled back their work (Becker and
Moen, 1999). Their study also found that those in the early childrearing phase are most
apt to scale back. Another study in the USA, however, found, that even in dual-career
couples, where the careers are viewed as equal, women still carry more of the home and
family responsibilities, than their husbands/partners(Gordon and Whelan-Berry, 2004).

In moving to discuss more specifically the area of female managers and their attempts to
achieve a balance between family and career, it may be appropriate to use the term
career-family balance.

2.5.3 Career-family Balance

Gale (1999) contends that for women in management positions the burdens placed upon
them in this regard are significant, and often happen at a time in their lives when they are
trying to juggle the requirements of young families, ageing parents and developing their
own careers. Research conducted in the UK by Davidson (1989) reveals that when female
managers who are married are compared to their male counterparts, it is women who are
much more likely to experience higher pressures in respect of career and spouse/partner
conflicts, career/home conflicts, and career and marriage/childbearing conflicts
(Davidson, 1989).

Support for this proposition is found in more recent research conducted again in the UK.
Schoon, Martin and Ross (2006) used data collected by two longitudinal Cohort Studies,
following the lives of over 20,000 individuals born in the UK in 1958 and 1970. Their
findings highlight the persistence of the role of gender on individual career development.
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The dual roles of mother and labour-force participant appear to be both interdependent
and in conflict. While, for men, the roles of father, and employee, are more independent,
thus easier to combine. They posit that this suggests that the realities of working
women's lives have not been accommodated for in the institutional arrangements.

Vinnicombe and Sturges (1995) suggest that some organisations operate a double
standard for marriage: they view the married male manager as an asset, with a stable
support network at home allowing him to give his undivided attention to his work. At the
same time they view the married female manager as a liability, likely to neglect her
career at the expense of her family at every possible opportunity. Research conducted by
Vinnicombe and Sturges shows that because of this double standard for marriage, many
female managers have had little choice but to take this into consideration, and avoid the
responsibility of family commitments wherever possible (1995). A similar picture is
painted by O’Connor (1999) where she argues that the need to balance work and family
can be obviated where women remain childless and single.

The profile that emerges is that a majority of women managers in Europe are not married
(they are single, divorced or widowed) or, if married, have no children (Parasuraman and
Greenhaus, 1993). In a study conducted on the accountancy profession in Ireland, the
findings highlighted that while 1 1 of the 12 male respondents believed that having
children would not impact on their career progression, 7 of the 12 women interviewed
believed that having children would affect their career progression (Twomey, Linehan
and Walsh, 2002). Similarly, research conducted in Britain, by the British Institute of
Management revealed that only 58 percent of women managers are married, in
comparison with 93 percent of male managers. The research also showed that male
managers are three times more likely than women managers to be parents (AlbanMetcalfe and Nicholson, 1984). Similarly, in a survey conducted in a large computer
company in France, the findings revealed that women managers are more likely to be
unmarried and not to have children. Of those who did have children, the vast majority
had only one or two (Serdjenian, 1994).
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Being an unmarried female manager however also has negative implications for career
progression. According to Davidson and Cooper (1992) if female managers decide not to
marry, they are likely to experience pressure from colleagues who perceive them as an
‘oddity’, as the stereotype of the ‘old maid’ still exists (1992: 134).

Other potential

problems also associated with being an unattached female manager are the pressures and
strains linked with having to take care of elderly parents and dependants, particularly if
they are the ‘only’ daughter (Scase and Coffee, 1990: 109). According to Davidson and
Cooper (1992), single women ‘get the rawest deal’ in caring for relatives because it often
means giving up their social life, having large financial commitments and in some cases
having to retire early (1992: 139). Davidson and Cooper also indicate that an additional
stres.sor for the unattached female manager is the area of entertaining and socialising.
This is seen as an important aspect of managerial life, as a great deal of business goes on
in these social settings. The social ethic, however, is that ‘you have to be one of a pair’
(Davidson and Cooper, 1992: 139).

According to Parasuraman and Greenhaus (1993) most women feel that promotion in
their careers has been achieved at the expense of time with their children and of the
quality of their family lives. Women face the psychological anxiety of the conflict
between spending time pursuing their careers and the guilt of not spending enough time
with their families. As outlined by Sutherland (1985), women often believe their career
option to be a ‘selfish’ one. This is an issue that remains a significant factor for female
managers in contemporary organisations. An Institute of Management survey conducted
in the UK (2001), found that family commitments are viewed by female managers as
representing an even greater obstruction to their career progression today, than 10 years
previously. As contended by Coughlan (2002), decisions made by women concerning
their careers and domestic life are habitually inter-woven. Combining parenthood with
advancement into management is particularly difficult for women. As posited by Dingell
and Maloney (2002:11):
Just looking at married managers (those most likely to be sharing their
parenting responsibilities), nearly 60 percent of male managers ...have
children in the home, compared to little more than 40 percent of female
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managers (working full- or part-time). Over all industries, over twothirds of married male managers are raising children, compared to less
than a third of married women managers. This discrepancy suggests
that difficulties in combining family and work are a significant
constraint on women’s attack on the glass ceiling.
The dual roles of work and family are for many, mutually incompatible and represent a
significant source of stress. A Work Foundation survey conducted in 2001 highlighted
that 70% of the respondents found juggling home and work demands was a major source
of stress (Jones, 2003). And a 2002 CIPD study conducted in the UK found that 85% of
women believed that having a child has increased their stress levels, compared to 74% of
men. According to Duxbury et cil (1999), women tend to suffer more than men from the
tensions created by attempting to balance the responsibilities of work and home. Women
appear to hold the majority of the responsibility for dealing with family issues,
irrespective of their career position. An illustration of this is found in a recent interview
with Tanya Airey, the Managing Director of Sunway Travel, an Irish company with a
turnover of over €6()m. She stated (in Houriean, 2005:18) that ‘even at the top’, she tries
to ‘hide it’ if she has ‘to rush out to pick up a sick child’:

Such things make us seem weaker...People will think twice about
giving you responsibility if there is a perception you are going to have to
disappear home. It’s definitely women who get the call.
In a survey conducted by the CIPD in the UK (2002) the findings highlight the impact of
family responsibilities on female career progression. Almost one in three women (28%)
felt they had to downgrade their career expectations as a result of having children and the
same number believed their career was no longer on track; while 81% of men with
children stated that their career was still on track, and only 9% believed they had to
reduce their career expectations. The study also found that women were three times more
likely to have changed their working patterns than men, with only one quarter working
the same hours as prior to having children.

Lazear and Rosen (1990) believe that there is a higher probability that a woman will
leave a fast-track job in order to engage in non-work activities. They believe this may
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well affect women's’ performance at work, giving employers an economic incentive to
promote men ahead of more highly talented women. As Schwartz (1989: 65) posits,
career interruptions and turnover are expensive for organisations:

The money corporations invest in recruitment, training and development
are less likely to produce top executives among women than among
men.
Schwartz (1989) succinctly captures two key reasons why she believes organisations
think in this way: maternity and socialization. The difference in socialization between the
genders results in ‘an exaggeration' of the costs of maternity and turns a ‘relatively slight
disruption in work schedule in to a serious business problem and a career derailment for
individual women’ (Schwartz 1989:66). The result is that senior managers, who are most
likely male, view women who want the flexibility to balance their families and their
careers as not completely committed to the organisation.
The significance of the pressures faced by workers in the 2r‘ Century in attempting to
balance work and family responsibilities are being recognized by employers, trade unions
and governments alike. Work-life balance policies have been adopted by all the
stakeholders as a solution. As Holmstrom (2003) maintains, work-life balance is not in
vogue simply because it is a fashionable phrase, but because it leads to a raise in
productivity for employers and leads to a better quality of life for employees. This next
section examines the way in which organisations have introduced work-life balance
polices and their impact on female career progression.

2.5.4 Work-life Balance Policies

One of the most succinct definitions of work-life balance comes from the Department of
Trade and Industry in the UK (2006):

About adjusting working patterns, regardless of age, race or gender (so)
everyone can find a rhythm to help them combine work with their other
responsibilities or aspirations.
69

It is clear from the above, that these policies are designed for all employees, not simply
those with a family. They would appear to be particularly important with regard to female
managers. As Evans (2000) indicates organisational policies such as work-life balance
policies, that alleviate the tensions faced by female managers, should be likely to improve
the access of women with family responsibilities to senior jobs. The importance of
employers implementing ‘new’ working arrangements for employees at all levels in the
organisation emerges in a recent Irish study conducted by Williams (2005). Work life
balance policies were viewed by the respondents as a critical tool in the attraction and
retention of staff, in what is a very competitive Irish labour market.

Many organisations do provide certain family-friendly policies, such as term-time hours,
parental leave and job-sharing. Individuals who wish to avail of these policies apply to
their manager and the request is granted or denied, as it is not a legislative requirement in
Ireland for an organisation to allow individuals to avail of these policies. The findings
from a recent Irish study conducted by Cross and Linehan (2006:33) indicate, however,
that although work-life balance policies are available in organisations, it is often frowned
upon by senior management, for members of management to avail of the policies:
The respondents believed that although their organisations provided
family-friendly policies, the organisational culture meant they were
realistically unable to avail of these policies, as it would put them at a
distinct disadvantage in comparison to their male counterparts, who
rarely availed of such polices. In relation to the support offered by
organisations the majority of the respondents indicted that although such
policies existed in their companies, it was very much viewed as a
‘women’s issue’.
Powell and Graves (2003) argue that ensuring a family friendly working environment
exists, requires an organisational culture in which employees are able to avail of these
policies. Findings from Cross and Linehan’s (2006) study indicates, however, that many
Irish organisations do not have a culture which embraces the concept of work-life
balance. Although organisations are aware of the need to introduce work-life balance
polices, they essentially are just ‘paying lip-service’ to them (Cross and Linehan, 2006:
34). This point is also echoed in a CIPD (2002) study examining the attitudes of
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employees to work, careers and parenting. The findings highlight that although many
organisations do offer some form of flexible working, ‘some underlying changes to
company culture are still required before the policies are fully accepted’ (CIPD, 2002:5).

How family friendly work polices impact on the advancement of women’s careers is
uncertain at best according to Schwartz (1996). She takes the view that career
advancement is important to both the employee and the organisation. In terms of the
employee it serves as economic and personal achievement; for the employer it contributes
to the ongoing development of the organisation and generates a return on investment.
Schwartz (1996) also raises the point that whilst much of the literature cites a coiTelation
between flexible working arrangements and employee retention, it needs to explore if
employees engaged in flexible working arrangements experience continued career
development. Individuals may perceive a need to sacrifice future career or advancement
opportunities or fear negative career outcomes if choosing to embark on flexible work
arrangements (Anderson et al, 2002). Inflexible working practices have been identified as
one of the factors contributing to the creation of barriers to women’s career advancement.
Other factors include inadequate childcare provision, insufficient training and managerial
attitudes (Disken et al, 1995). An interesting aspect of the career development literature
was contributed by Bish et al (2004) who investigated how decisions that are made about
career development in organisations influence organisational members’ perceptions of
procedural justice. To be perceived as fair, a procedure needs to be accurate, ethical and
consistently applied (Leventhal, 1980). In a similar vein, research by Eaton (2003:163)
found that it is the perceived usability of polices that is important to employees. That is,
‘if employees cannot use the policies, they do not help them’.

A number of authors have indicated that many employees, particularly those focusing on
advancing their careers, feel unable to avail of work-life balance polices which are in
place in their organisations (Williams 2005; Cross and Linehan, 2004: Schwartz 1996;
Bailyn 1993). As Schwartz (1992:66) maintains, men who wish to take parental leave
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‘know' that management will see this behaviour as a lack of career commitment. Kossek,
Barber and Winters (1999:35) also argue that:

Employees who avail of work-life balance policies, particularly optional
working arrangements, send a message to others ‘that work role
demands do not always take precedence over personal time demands.
For professionals this behaviour can be perilous....invoking the policies
often signals nonconformity and creates exceptions to the status quo that
can create additional work for mangers.
The challenge for policy makers lies in not linking work-life balance policies directly to
gender equality policies (Powell, 1993). If this happens, men may find it difficult to both
avail of and support work-life balance policies (Evans, 2000). As Drew et al (2003)
suggest, the challenge facing organisations is to prevent the development of a twin-track
system, where men hold the positions of power - the full-time positions and women work
in the lower level ‘Oexible hours’ positions.

The decision being made by many women as a result of attempting to balance both work
and family responsibilities is to simply leave their careers and stay at home. A number of
articles have been written recently in the US discussing the case of a number of highprofile senior female executives. Sellers (2003), writing on the 50 most powerful women
in business in the US, concluded that women lack power in business largely because they
do not want it enough. Similarly an article in The New York Times Magazine asked why
more women do not want to get to the top and concluded it was because they choose to
leave the workplace for motherhood (Belkin, 2003). In March 2004, Time also ran a
cover story that featured women who are opting out of the workplace to stay at home
with their children (Wallis, 2004).

Merrill Sands et al (2005) believe this type of media coverage is overstating the case and
perpetuating the gender stereotype that women are not as committed as men to their
careers. They conducted a survey with 500 professional and managerial women focusing
on women’s attitudes and aspirations on leadership and power. Their findings indicate
that women do aspire to leadership roles in their organisations. Three quarters of their
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respondents indicated that they wanted to be influential leaders in their organisations and
importantly, nearly half (47%) aspired to the highest leadership positions. They also
found no significant differences between women with children and those without in terms
of their attitudes toward leadership and power. Their findings agree with those of a
survey of 1,192 male and female executives in Fortune 500 global companies conducted
by Catalyst and Boston College Centre for Work & Family. Over half (52%) of the
female executives reported that they aspired to the most senior positions.

Research has also suggested that, in some cases, women managers who leave the work
force for family reasons do so because their work environment is not adequately flexible
to allow them balance family and work demands (Linehan & Walsh, 2001). A report
conducted by Hudson (2005) examining the changing roles and aspirations of women at
work in the UK highlighted that almost half of all female professions surveyed do not
expect to be working full time by 2010. With the conventional working structure, women
believe they are not able to progress as quickly as they want to. Employers need to
respond to this ‘disenchantment with corporate life’ (Hudson 2005:2-3) and if they are:

To increase and sustain female representation in the workplace, it is not
women who need or are prepared to change: the onus is on employers
increasingly to be flexible or to adapt.
Additionally, working mothers are stereotyped as not being serious or reliable enough to
take positions as managers because their priorities lean more towards raising a family;
this is often presented as an ‘either or’ argument, effectively advancing the myth that
successful executives are unable to manage multiple priorities. Women, therefore, are
not taken as seriously interested in career progression as their male counterparts. As
reported by Collins-O’Sullivan (2003) there is a need for organisations to implement
practices, which incorporate greater flexibility and innovative ways of operating,
allowing women with families to advance in their careers without needing to make a
choice.
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In the preceding sections the obstacles facing female managers as a result ot recruitment,
section promotion, and work-life balance policies have been examined. These sections
have highlighted that structural and institutional factors have a significant negative
impact on female career progression. Three additional barriers facing women managers
were identified in Table 2.1, namely networking, mentoring and role models. These are
now examined in the following sections.

2.5.5 Networking
This section examines the role of informal networks and their impact on female
managerial careers. It specifically addresses the issue of the ‘old boy’ network and its
negative effect on women who want to attain senior management roles in organisations.
Peer relationships and interpersonal

networks provide an additional source of

organisational support for female managers.

The difficulties experienced by women

when they are excluded from male informal, or, what are commonly termed, ‘old boy’
networks are outlined in this section.

The advantages for managerial women of

belonging to an informal network are also highlighted.

Networking is an activity which people have been engaged in since the time of the
apostles (Ramsey, 2004). People have always sought out like-minded people to share
ideas and mutual interests with. In the business world ot the twenty-tirst century
networking is acknowledged as an important activity in the career progression of both
men and women. Its importance for female career progression is a contemporary research
theme (Bierema, 2005; Forret and Dougherty, 2004; Linehan, 2001; Travers and
Pemberton, 2000; Crampton and Mishra, 1999; Ibarra, 1993). Garavan et al (2003) argue
that networking is essential for success in organisations and those who network
effectively generally progress up the corporate hierarchy. This is true of both formal and
informal networking, but it is informal networking, which has received significant
attention in the extant literature. This is because studies have found that informal
networks help men advance in management more than women, especially in mid-late
career (Tharenou, 2005b).
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As argued by Okanlawon (1994) organisational decisions are made based on the access
one has to information, which is gained not just through formal networks, such as
meetings, but particularly through informal networks within the organisation. Ibarra
(1993:674) defines this type of network as ‘the set of job-related contacts that a manager
relies on for access to task-related, career and social support’. Travers and Pemberton
(2000) contend that important advantages are afforded to an individual through the
practice of networking. Principally these include exchanging information, collaboration,
developing alliances, acquisition of tacit knowledge, visibility and support (Twomey et
al, 2002; Burke el al, 1995; Ehrich, 1994). Simpson and Altman (2000) reveal that
intangible factors such as information and contacts appear to increase in importance as
one progresses through an organisation. Networking can, as Linehan and Scullion (2001)
argue, be useful at all stages of career development.

Because many decisions are made and promotions promised via this informal network,
access is vital. Studies on female managers and successful women concur on the critical
nature of informal networks for career progression (Linehan, 2001; Simpson, 2000;
Powell, 1993). In this regard, the ‘men’s club’ or the ‘old boys network’ consistently
emerges in the literature as a significant barrier encountered by women (Cross and
Linehan, 2006; Cross and O’Brien, 2005; Burke et al, 1995; Vinnicombe and Colwill,
1995; Ehrich, 1994; Okanlawon, 1994; Coe, 1992; Haberfeld, 1992, Davidson and
Cooper, 1992). Oakley (2000:328) reveals that:

The “old boy network” at the top is an informal male social system that
stretches within and across organisations, and excludes less powerful
males and all women from membership.
Crampton and Mishra (1999) cite the existence of the ‘old boys network’ as a primary
reason why women are ignored and indeed discouraged from seeking top management
positions. While Ehrich (1994) asserts that ‘old boys’ networks are effectively closed to
females, as women have great difficulty in accessing and utilising their possible potential.
Rosener (1995) reports that one of the ways women are consciously excluded by men
from the old boys network is through competency testing - repeatedly having to prove
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oneself and having to do so more often than their male counterparts. This sends a clear
message to those women attempting to gain entry. One of the reasons given by Oakley
(2000) for this male behaviour is that if women attained senior positions in large numbers
they would be likely to challenge the male dominant cultural norms that exist in
organisations. Hence, maintaining male only networks is a form of self-preservation.
Indeed the term, ‘old boy network’ is in itself exclusive to men. These male dominated
networks are traditionally composed of individuals who hold powerful positions within
an organisation. This is a cyclical process whereby organisational power structures
determine access to the opportunity to use informal networks and the networks determine
power structures (Cross and O’Brien, 2005).

Lack of access to these informal male networks is believed to result in a lack of access to
contacts, opportunities and political information, as indicated in the literature (Davidson
and Cooper, 1992). As Burke and McKeen (1994:75) posit, women in management
positions are less integrated with the important organisational networks that influence
critical decisions such as ‘promotion and acceptance’. This causes feelings of exclusion,
isolation and frustration. The detrimental effects of exclusion from male informal
networks are revealed in a study of fifty female international managers, conducted by
Linehan (2001). The respondents in the study believed that penetrating male networks
would assist their career progression, particularly by providing visibility and access to
informal discussion with senior management. This was something they believed,
however, was very difficult, because the exclusion of females from male managerial
groups perpetuated male attitudes towards female managers.

A number of authors have argued that women do not always appear to recognise the
value of informal networks and their ability to enhance career success through heightened
visibility within the decision-making circle (Lyles & Davidson 1995; Burke et al 1995).
According to Vinnicombe and Colwill (1995) men tend to view networks from a
utilitarian perspective and are more likely to receive their utilitarian benefits. While
women take a different perspective and tend to view them from a social angle and are
more likely to receive mainly social rewards.
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It is clear, however, that many women do recognise the career implications of being
excluded from male informal networks. Schuck and Liddle’s (2004) research with 93
female managers in the Southeast of the US revealed that women reported male
stereotyping of women and exclusion from informal networks as the top two barriers to
women’s advancement. Age also appears to be a factor for women in their experience of
the exclusionary nature of the ‘old boy’ network. In Simpson and Altman’s (2000) study
of the career development of male and female managers, a higher proportion of older
women than younger women (under 35) in senior positions experienced informal
networking or ‘the men’s club’ as a career barrier (38% compared with 65%
respectively). They suggest the cause of this is ‘a certain dilution of barriers for younger
women, who have been brought up in the equal opportunities era’ (Simpson and Altman
2000:193). The issue of age however is not one which means that younger women do not
experience the ‘old boy’ network.

A study by Brass (1985) found that men and women were not well integrated into cross
gender networks. The study examined the interaction patterns of men and women in one
organisation and the effects of the patterns on perceptions of influence and actual
promotions. Women were generally rated less intluential than men but were similar to
men on many other measures. The relationship of men’s dominant interaction networks
was one of the factors that influenced promotions in the organisation. The study also
found that women’s networks more closely resembled men’s networks where their
immediate work group included both men and women. This concurs with earlier research
by Davidson and Cooper (1992) in which they found that individual female managers
reported feeling uncomfortable when they were mixing socially with an all-male group
from work, knowing that the group would prefer her not to be there. They posit that many
female managers appear to force themselves into these situations, which they find
uncomfortable, acknowledging that many decisions and contacts are made there. Similar
findings were revealed in recent Irish research (Cross and Linehan, 2()()6). Although the
respondents in their study did not enjoy having to try to break into the male networks in
their organisations, they understood why it was important to.
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Parker and Fagenson (1994) advised that it is important for women to penetrate male
networks to a greater extent if they wish to become sufficiently visible to win
organisational promotions. Scase and Coffee’s research (1989) established that attempts
by male managers to exclude females from joining ‘old boy’ networks merely reinforces
existing stereotypes of negative male attitudes towards female managers. Davidson and
Cooper (1992) also suggested that certain established traditional male institutions have
developed exclusively male customs and traditions, which perpetuate the ‘old boy
network and safeguard it from female intrusion’ (1992: 89).

Research, conducted by Monks and Barker (1995) with 358 Irish chartered accountants,
revealed that male accountants spent longer on social events with business contacts
outside their normal working hours than female accountants did. The male accountants
spent an average of four hours per week, in comparison with female accountants who
spent an average of three hours per week outside their normal working hours. A small
percentage of the men spent very long hours on social activities.

In one case, a

respondent stated that he regularly spent thirty-six hours on such activities per week. The
female accountants suggested that social situations often proved both very difficult and
time consuming for them. The female accountants further revealed that they lacked the
support networks which men have developed over the years. They referred to the lack of
an ‘old girl network’ which would have provided them with the appropriate contact for
business situations (Monks and Barker, 1995: 4-6). More recent research conducted by
Rees for the CIPD (2004) supports this viewpoint. Interviews with women in her study
revealed, that the answer to why there are so few women on company boards, might lie in
the time and energy their male counterparts were putting into internal politics.

Ibarra (1992) investigated differences in men’s and women’s access to informal networks
at work. Some of the findings of the study were that men had greater centrality and better
relationships with the same sex, in their network relationships, than women. Men gained
centrality through work experience and professional activities; women gained centrality
through control of critical resources. Men were more likely than women with the same
education and experience to gain access to the networks of their mentors and to be drawn
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into key political groups.

Alternatively, women found themselves between two

networks: a women’s network which provided social support and a male-dominated
network which provided assistance in attainment of workplace effectiveness.

Ibarra

(1992) suggests that these two groups often subject women to the stress of conflicting
advice, forcing them to maintain a delicate balance between the two, because one
network may reject them because of their commitment to the other (Ibarra, 1992). In a
review of personal networks of women and minorities in management, various studies
found that one of the most frequently reported problems experienced by both women and
racial minorities is the limited access to or exclusion from informal interaction networks
(Ibarra, 1993; O’Leary and Ickovics, 1992; Kanter, 1977). Davidson and Cooper (1992)
suggest that it is up to organisational policy-makers to take active steps to break down
‘male organisational cultures’ which perpetuate the ‘old boy ghetto’ syndrome (1992:
130).

According to Powell (1993), women’s lack of advancement to high levels of management
often results from their having less fully developed informal networks than men (1993).
Davidson

and

Cooper

(1992)

suggest

that

although

networking

with

female

contemporaries is a useful support system, until more women gain senior positions in
management, women will have to learn how to successfully break into the maledominated networking system, particularly at senior levels.

Davidson and Cooper

believe that breaking into the male-dominated networking system is important because
‘politics and networking are bound up with power, and unfortunately the power is still
held predominantly by men’ (1992: 129). Ledvinka and Scarpello (1991) similarly note
that women may be as adept as men in forming networks, but their networks are less
effective because they are not as well integrated in organisations. As Cross and O’Brien
(2005) posit, networking and mentoring are interconnected in a crucial way. Access to
powerful male mentors is afforded to those who are engaged in the male informal
network. Because women are excluded from this network, access to mentoring
relationships can then create another barrier to career progression. This is dealt with in
the following section.
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2.5.6 Mentoring
As outlined above, female managers are currently faced with a number of difficulties in
achieving upward mobility within organisations.

In addition to the obstacles detailed

above, developing mentoring relationships is also an issue for female managers. A brief
review of the literature on mentoring and an examination of the interpersonal and
organisational barriers female managers face in developing and maintaining effective
mentoring relationships in organisations are the focus of this section.

Mentoring is not a new concept. Its origins can be traced back as far as Greek mythology
where Odysseus entrusted the education of his son, Telemachus to a wise counsellor.
Mentor. Mentor's role was to educate Telemachus through encouragement and guidance.
Little has changed over the centuries, with the term used in the organisational context in
the same way. One of the more recent definitions of a mentor is offered by Singh, Bains
and Vinnicombe (2002:391) and describes mentors as individuals ‘with advanced
experience and knowledge who are committed to providing upward support and mobility
to their proteges careers’.

These individuals are normally highly placed within an

organisation and hold a position of influence. They have already gained the prerequisite
experience and status needed to promote and support the career of the less experienced
individual. As Young and Perrewe highlight, both work together in a ‘mutually agreed
upon relationship’(2004: 104).

Kram’s seminal research on mentoring has informed our understanding of the mentoring
situation in the workplace (1985; 1983; 1980). One of her most cited findings is her
identification that mentors carry out what she terms ‘career functions’, and ‘psycho-social
functions’. Career functions include sponsorship, coaching, and visibility. The career
support received assists the protege in gaining corporate exposure, developing career
pathways leading to advancement, and learning ‘know-how’ within the organisation.
These include the sponsor providing exposure, coaching, protection and challenging
assignments to a junior member in the organisation. While psychosocial tasks enhance
the proteges sense of competence, self-worth, confidence and effectiveness and include
role modelling, acceptance, confirmation, counselling and friendship. These provide an
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emotional form of support for the protege and involve the mentor serving as a role model,
providing counselling and friendship. Kram (1985; 1983) proposes that developmental
relationships can serve different functions at various stages of a person’s career. Recent
studies have provided support for the positive impact of these developmental
relationships (James, 2000). Dreher and Cox’s (1996) study, for example highlighted that
women who had a mentor earned significantly more money that women who did not.

There is a strong consensus amongst researchers that that for a protege the benefits of
being in a mentoring relationship are significant in terms of carer advancement. Research
conducted in the United States into the benefits of mentoring has found that regardless of
an individual’s level or gender, those who were mentored were found to have better
career outcomes, more organisational influence and greater access to important people
and resources than those who were not mentored (Raggins and Cotton, 1999; Fagenson,
1989; Ragins, 1989). As Dreher and Ash (1990) indicate, individuals with mentors
receive more promotions, have greater career mobility and advance at a faster rate than
those without mentors.

Nemanick (2000) adds that mentored individuals also enjoy

higher wages than those not in a mentoring relationship. Powell and Graves (2003) also
contend that mentors enhance proteges satisfaction with their career by offering
friendship and acceptance.

Mentoring is thus widely acknowledged as a critical step in career progression for both
men and women (O’Neill and Blake-Beard 2002; Parker and Kram 1993; Morrison et al
1987; Kram 1985). Research, however, continually suggests that while mentoring
relationships are important for men, they are essential for female managers, as women
face greater organisational, individual and interpersonal obstacles to career advancement
than their male counterparts (Wanberg, Welsh and Hezlett, 2003; Raggins et al, 1998;
Burke and Me Keen, 1997; Ragins 1989; Kanter 1984). In a recent extensive empirical
study conducted with over 3,000 people working in Australia (Tharenou, 2005), the
results demonstrate how career-support mentoring can help women’s advancement more
than men’s. Tharenou explains that the evidence consistently reveals that women have
more obstacles to their career progression than men do, hence, women may need

sponsorship, challenging work, and coaching to gain promotion more than their male
counterparts do. Tharenou additionally highlights the importance of the support being
career support, rather than psychosocial support, as it is this career support which can
assist with career progression. As Wirth (2001: 129) encapsulates:

Women benefit particularly from mentoring as it can increase their
visibility, bestow greater legitimacy and allow access to key male
executives.
Women, however, face gender related organisational, interpersonal and individual
barriers in attempting to reap the myriad of benefits available from this relationship
(Raggins and Cotton, 1991). Cleveland et al (2000) amongst others (Cross and Linehan,
2006; O’Neill and Blake-Beard, 2002; Quinlan 1999) indicate that there is evidence,
which implies that finding a mentor is more difficult for women than men. As Elrich
(1994) posits, the mentoring relationship has always been a highly selective one, where
not all who wish to be mentored are successful. The key reasons identified are (i) that
there is a smaller supply of mentors available to women than to men and (ii) there are
gender issues associated with mentoring relationships, both tor men mentoring women
and for women mentoring women (Elrich, 1994).
Looking at the first of these, as a consequence of the majority of senior organisational
positions being occupied by men, there are more men than women available to mentor
those on the career ladder below them (O’Neill and Blake Beard, 2002). This, then,
becomes a cyclical process- the ability of women to source female mentors is directly
impacted by the lack of female senior managers, which in turn restricts their ability to act
as mentors. Related to this scarcity is the issue that mentors tend to choose to mentor
individuals who are similar to themselves. Studies have found that the degree to which
the mentor identifies with the protege and sees the protege as a younger version of
himself, (Bowers 1984; Blackburn et al., 1981) is significant in the mentoring selection
process. This, therefore, works for male, and against female, protegees.
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The second point raised above is the issue ot cross-gendered mentoring. One of the
widely acknowledged risks associated with a mentoring relationship is the potential to
lead to sexual involvement (O’Neill and Blake Beard 2002; O’Neill et al, 1999). Women
may fail to approach a male mentor as it may be misconstrued as a sexual approach by
either the mentor, or by others in the organisation (Raggins and Cotton, 1999; Reich,
1986). The converse of this is also true, where the mentor may also feel uncomfortable,
for the same reason (Burke and McKeen, 1994). Access to mentoring relationships is
additionally difficult for women because many men in senior positions are reluctant to
mentor female managers for fear of damaging their own careers, either through a
mentoring association which an ‘unsucces.sful’ female protegee, or the sexual innuendo
often associated with cross-gender mentorships (Morrison and Von Glinow, 1988). The
selection process may therefore be biased by the tendency of male mentors to choose
male over female protegees.
Even if women are considered as suitable candidates for the protegee role, male mentors
may choose male proteges because they may be more comfortable developing a
professional and personal relationship with another male (Raggins, 1989). Raggins argues
that male mentors may be reluctant to sponsor lemale protegees because they perceive
them as being a greater professional risk than their male counterparts. The lailure ot
proteges’ may be a retlection on the competency and judgement ot the mentor. Mentors
of female protegees may therefore have more ‘at stake’ and may ‘profit less’ from the
relationship than mentors of male proteges (Raggins, 1989: 9).

An additional issue identified by Gibb and Megginson (1995), is that male mentors are
less sensitive to the feelings and perceptions of female protegees. Women may, theretore,
seek to avoid the myriad of difficulties associated with obtaining a male mentor by
seeking a female mentor. Research has established that women having a mentor of the
same gender can abolish sexuality problems, and same-sex mentoring relationships do
not have the disadvantages associated with the sexual connotations ot cross-sex
relationships (Raggins and Cotton, 1991; Arnold and Davidson, 1990). The area of
women mentoring women has been the subject of a lesser amount of research, primarily
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because there are fewer women available at senior levels to mentor other female
managers. Parker and Kram (1993) identity a number of obstacles associated with the
issue of women mentoring female protegees. These include senior women reporting
feeling overburdened as mentors, lacking the time needed, feeling pressurised by the
‘very high expectations’ of protegees and being affected by the dynamics of tokenism they cannot afford to risk their own carer success by having a female protegee fail
(Parker and Kram, 1993:44). Despite this, Casto et al (2005) highlight, that one of the
crucial benefits of a woman having a female mentor is the ability to receive objective and
critical feedback, without the issue of gender bias.

Much of the research on mentoring concentrates on the benefits to the protege of
involvement in a mentoring relationship. To a lesser extent some studies have focused on
the value to the mentor of the relationship. The benefits of being in a mentoring
relationship apply to mentors, as well as proteges. The results of a recent study conducted
by Allen et al (2006) highlight that that individuals who serve as a mentor to others report
greater salary, greater promotion rates, and stronger subjective career success than do
individuals without any experience as a mentor to others. As there are so few senior
female managers available to mentor those on the career ladder below them, this tinding
highlights an additional career progression barrier associated with women and mentoring.
It has also been noted by O’Neill and Blake-Beard (2()()2) that female managers face a
number of obstacles in the formation of a female-mentor, male-protege relationship,
resulting in a small number of women reported to be mentoring men.

Few research studies have empirically investigated the perceived benefits to the
organisation of informal mentoring. One notable exception to this is a UK study
conducted by Singh et al (2002). Singh and her colleagues conducted a case study to
compare the views of 642 managers on the organisational benefits of informal mentoring,
with those prescribed in the literature. Their findings provide empirical support for the
work of authors such as Wilson and Elman (1990). The results reveal that mentoring is
viewed as beneficial at the organisational level, both as an investment in the future
success of the organisation through investing in future managerial potential and assisting
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in

the

transfer of knowledge,

organisational

learning and

cross-departmental

communication. Both male and female respondents shared similar views on the
organisational benefits, although the male proteges responses tended to focus more on the
individual benefits than their female counterparts responses.

Although Ragins (1989) has previously asserted that women may not actively seek
mentors as they may fail to recognise the importance of this relationship to their career
progression, recent research by Cross and Linehan (2006) in the Irish context indicates
that female managers appear to no longer hold this naive attitude. In their study of twenty
female junior and middle managers, the respondents clearly recognised the importance of
mentoring to their career progression. Young and Perrewe (2000) have argued that a
crucial component, which is essential to effective mentoring relationships, is whether or
not the protege believes that the experience has been successful and satisfying. Thus, it is
not the level of mentoring support that is relevant, but the individual’s evaluation ot that
support based on their specific level of need or expectation for career assistance.

Because of the acknowledged importance of mentoring for managerial careers and the
difficulties women face in sourcing mentors many organisations have introduced a formal
mentoring system in order to enable women to have equal access to mentors. This is
particularly the case in the US where over one third ol major US corporations have
established formal mentoring systems (Nemanick, 2000). Within the formal system,
mentor and protege are matched, often by the system administrator, based on their
interests and needs and may not meet until the match has been made (Singh et al, 2002).
In the UK, a recent initiative backed by the government, designed to increase female
representation on boards of directors in the UK also involves a formal mentoring
programme. The programme arranges for senior women to be mentored by FTSE -100
chief executives and chairpersons (Czerny, 2004). Women viewed as having the highest
potential are nominated by the chair of a FTSE-100 company. The objective of the
programme is to help women, through the provision of advice and guidance, to manage
their careers, so that they can attain an executive director or non-executive director role.
The rationale for setting up this programme is based on the grounds that board level
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appointments are still largely made on the basis of introductions. The cross-company
aspect helps to bring different people to the attention of CEOs so that when appropriate
career opportunities arise, they will be able to introduce protegees to others. Chief
executives and CEOs who are already involved include those from companies such as
HSBC, IBM and Lloyd’s TSB Bank. This is the largest programme of its kind in the
world. A smaller scale programme exists in Sweden, but a number of other countries
including Canada and the Netherlands are interested in replicating this initiative.

Formal systems, however, do not appear to be as effective or beneficial as those that
develop informally (Armstrong et al, 2002). As Brown (1990) suggests, the problems
associated with formal systems may occur because the idea of forcing two people into a
relationship essentially violates the true spirit of mentoring. One obvious problem that
may arise with the formal mentoring method relates to incompatible personalities. This is
less likely with informal mentoring relationships, where the individuals in question
decide to pursue the relationship, often on the basis of complementary personalities.
Additionally, many formal schemes operate within a set of reporting rules, goals and
objectives; something that appears to be converse to the informality attached to its more
flexible counterpart. Traditionally, the concept of mentoring rests in informal systems
where linkages form almost by chance, when a protege seeks help (Armstrong et al
2002). Raggins and Cotton's (1999) inOuential US study of 1,169 male and female
proteges compared formal and informal mentoring systems.

It revealed that informal

mentoring, based on interpersonal attraction, appears to be more successful for women,
than formally managed schemes.

Most of the extant research on mentoring is US based, with UK based research conducted
by authors such as Singh et al (2002), Clutterbuck and Megginson (1999), Conway
(1995) and Arnold and Davidson (1990). In the Irish context. Monks (1998) reported on a
mentoring programme with eighteen female managers who were mentored by male
senior managers. The findings highlight a positive relationship between female career
advancement and mentoring. The success of this formal mentoring programme is
evidenced by the fact that two years after the programme had started, four of the female
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managers had been promoted and many of the others were seen as candidates tor future
promotions (Monks 1998). More recent Irish research conducted by Cross and O’Brien
into informal mentoring (2005) found that female managers have a clear understanding of
the benefits of being involved in a mentoring relationship, whether formal or informal
and actively source mentors in order to assist their career progression.

One point related to the discussion of organisational culture in an earlier section is that
mentors also act as transfer agents of the culture of an organisation (Singh et al., 2002).
Where they are transmitting organisational folklore and fables (Wilson and Elman, 1990)
which are non-discriminatory towards female managerial progression, this causes no
issue for women. Where a corporate culture is however, as many are, male dominated
and where the stereotypical attitude of male equals manager exists, this transference via
mentors can be detrimental to the organisation.

Mentors are viewed as particularly critical in assisting women who want to break through
the ‘glass ceiling’. Regardless of the difficulties associated with engaging in a mentoring
relationship, research highlights the importance lor a woman’s career advancement, ot
having a mentor. One of the key recommendations of an International Labour Office
report (Wirth, 2004) is that in order to compete with men on a par, women must have
access to mentors at the highest levels.

The lack of women available to act as mentors is also reflected in a further difficulty
which exists for female managers; there are few women available to act as female role
models. The particular pressures experienced by senior female managers, who are
regularly members of a minority group in organisational life, are also discussed in the
next section.

2.5.7 Role Models and Tokenism
Role models are said to be critical to successfully developing young aspiring managers
(Singh, Vinnicombe and Jones, 2006). Shapiro et al. (1978) describes role models as
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individuals whose behaviours, styles and attributes are emulated by others. Role models
are, as Singh, Vinnicombe and Jones (2006) highlight, different from mentors. Mentors
are personally known and are in a relationship with the protegee, whereas the role model
is often not personally known to the individual. The importance of role models for female
managers is highlighted by Vinkenburg and Van Engen (2005). They note that women
holding senior organisational positions act as role models and encourage younger women
to ‘fulfil their potential as leaders of the future’ (Vinkenburg and van Engen, 2005:102).
As Collins and Singh (2006:25) note:
The presence of women in senior positions provides a message to
ambitious women that although there are few women in the most senior
positions, it is possible for women to achieve their full potential and
attain leadership roles.
The significance of this lack of female role models is evident in a Catalyst report on the
barriers facing women in management (Catalyst, 2003). The respondents noted that a lack
of female role models was the second most significant barrier to career success, after
stereotyping. In a recent study conducted by Singh et al (2006), the findings highlight that
the women in the study do not include many very senior businesswomen as role models,
neither did they use male business leaders. ‘Most ot the sample had multiple role models,
and preferred close or near role models to those more distant and not personally known to
the user’ (Singh et al, 2006:78).
One issue related to the lack of female role models is that of ‘tokenism’. Kanter (1977)
chose the term ‘tokens’ or ‘solos’ for the under-representation of female senior managers.
Kanter observed that token women in a large organisation are highly visible and subject
to greater performance pressures than their male counterparts (Kanter, 1977). She further
suggested that the smaller the minority women find themselves in, in an organisation, the
greater their chances of being isolated and evaluated on the basis of sex-role stereotypes.
The behaviour of one token is perceived as representative of all tokens. These women
often have difficulty gaining the trust of their male co-workers, and are excluded from
informal networks (Kanter, 1977).
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More recent studies which support Kanter's findings argue that women in token positions
experience particular strains and pressures not felt by dominant members of the same
organisational status (Linehan and Walsh, 2001; Powell, 1993).

Other disadvantages

which have been associated with being the token woman include increased performance
pressure, visibility, being a test case for future women, isolation, lack of female role
models, exclusion from male groups, and distortion of women’s behaviour by others in
order to fit them into pre-existing sex stereotypes (Davidson and Cooper, 1992: 84).
Research findings by Harnett and Novarra (1979) revealed that the feeling of being a
token woman, and forever being responsible for representing the entire sex, was a
continual burden internalised so strongly that even being con.scious of it, and discussing it
with one or two other women in similar positions, was not adequate for its dispersal
(Harnett and Novarra, 1979). Powell (1993) suggests that, in addition, negative attitudes
toward female managers, particularly if they are tokens, may restrict the range of
acceptable behaviour for them and limit their approaches to managerial situations,
thereby harming their ultimate effectiveness (Powell, 1993).

According to Freeman (1990), being a token woman not only means having no female
peer support, but also working in an environment which provides no female role models
in senior positions. Research has shown that female role models in higher managerial
positions act as important influences in terms of career aspirations for other women
(Freeman, 1990). But, as in the case of female mentors noted above, the relative scarcity
of women in senior managerial positions makes it difficult for junior women to find both
female role models and female mentors.

Kanter (1977) highlights that professional women employed in organisations, where few
promotional opportunities are apparent, may engage consciously or unconsciously, in
strategies designed to differentiate themselves from women as a group and identify
instead with men (Kanter, 1977). Ely (1994) suggests that attempts to differentiate come
from the fear of being too identified with women and being linked to the fate of women
as a group. Male colleagues then become the reference group for women adopting this
direction, and this reinforces man’s dominant position.
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As noted in an earlier section (Section 2.4.2), management is frequently stereotyped as a
male occupation. Kanter has argued that in these circumstances, women aspiring to
advance to more powerful positions, may act like men, in an effort to gain acceptance by
the gate-keepers of those positions (Kanter, 1977). Ely also agreed that women wishing
to attain positions of power in organisations where there is still an imbalance will
continue to enact the masculine role (1994). Powell (1993) suggests that another reason
why female managers may enact the masculine role is, that as the differences between
female managers and male managers tend to be exaggerated, women in this situation may
conform to their male colleagues’ style of management to reduce their gender visibility
(Powell, 1993).

In summary, the preceding sections have examined a number of key obstacles facing
women who want to progress to the most senior organisational positions. The section
began by setting the background for this study by identifying that the significant increase
in female participation rates globally, since the 1970s, has resulted in an increase in the
numbers of women in management positions. The issue of the ‘glass ceiling’ was then
explained and discussed in relation to how the metaphor is useful in helping explain why
there are, despite the increase of women into management positions, so few women in
senior management roles in organisations. A number of key obstacles facing female
managers were categorised into two sets of factors, namely attitudinal factors and
structural and institutional factors. Attitudinal factors include societal attitudes, genderbased stereotyping and organisational culture. While the second category includes
organisational recruitment, selection and promotion polices; work-family conflict and
organisational work-life balance polices; networking mentoring and finally role models
and tokenism. The next section examines the career development of women and issues
specifically related to their career progression.

2.6 Female Career Development
The previous section outlined and presented arguments surrounding the importance and
significance of a number of obstacles for female career progression and thus the notion of
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career management and career development arises. This section focuses initially on the
changing nature of careers. Transformations in the nature of work and the way it is
organised, evolving organisational structures,

increased

workforce diversity and

increased global competition (Sullivan et al, 1998) have tundamentally changed the
nature of careers. Additionally, as outlined earlier, female managers face more overt and
covert barriers to career advancement than their male counterparts. As a consequence of
these issues, the career management and career development process for women is
different from that of men. As Broadbridge and Saunders (2005) posit women’s career
paths have always been more complex and ambiguous than men’s and so gender is
critical in the understanding of careers. The section examines both career management
and career development and examines various career development theories. As this
dissertation is concerned more with the obstacles that women face as they progress
through their careers, than the career decisions people have made in the past, this section
details the broader literature on career development.

2.6.1 The Changing Nature of Careers
This section examines the demise of the ‘traditional’ career and the consequences of the
‘new’ career for women, as this sets the context for a discussion on female careers. The
traditional organisational career is evident in ‘the typically male pattern ot working
steadily full-time, for the same employer, for an entire career, always seeking vertical
advancement and external rewards' (MacDermid et al, 2001: 306). Traditional careers are
characterized by long term goal setting by the employee, identifying a key position in the
hierarchy and calculating the steps needed to get there (Pascall et al, 2000). In today’s
complex and fast changing business environment, the notion of handing over one’s career
to a single organisation is, for many employees, an unlikely and perhaps unwelcome
scenario. Careers of both men and women are becoming less predictable, with the
likelihood of having one employer for life almost non-existent (MacDermid et al, 2001).
Ackah and Heaton (2004) examined the development of the ‘boundaryless career’
(Arthur, 1994) and the demise of the steady state, traditional career. The boundaryless
career has emerged, through either choice or necessity, as employees move between

organisations, hierarchies, functions and skill sets (Arnold, 1997). Rousseau (1998)
proposed that lateral and horizontal careers are examples of alternative career moves.
There is also a move away from the traditional career path which stayed in one function
and where movement was primarily vertical (Ackah and Heaton, 2004).

Research by Hall and Mirvis (1995) explored the effect of the boundaryless career on
women’s’ career patterns and the effect of the changing notion of career on female career
development. They cite the emergence of internal labour markets in large firms as a
central influence on the changing context of careers, which enabled employers to keep
valued workers and their skills by offering a form of career and job security (2004: 144).
The internal labour market, once entered into by an employee, is based on criteria such as
seniority, length of service and qualifications. Hall (2004, 1996) has also advanced
another career concept, which has emerged as a result of this move away from traditional
careers. It is termed the ‘protean’ or self-based career, the term being derived from the
Greek God Proteus, who could change shape at will. Protean careers are internally
oriented, flexible, and mobile and may involve both horizontal and lateral movement and
are guided by individuals (Hall and Mirvis, 1995). Hall (1996) posits that success in
protean careers is defined by psychological success unique to the individual, meaning
success can be defined by pride, achievement or family happiness.

Murrell and James (2002:243) postulate that this ‘new career reality’ has unique
consequences for the experience of women, when compared to men in organisations.
Thus, although career mobility factors may enhance flexibility for men, they often
involve mobility strategies, for example interruptions, job changes and part-time work,
that may have a negative effect on career outcomes, particularly so for women. This will
be examined later in this section. The next section discusses the terms career management
and career development, as these form the framework for discussing female career
development.
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2.6.2 Careers, Career Management and Career Development
In order to understand the concepts of career management and career development, it is
necessary to first examine the term ‘career’. As Adamson et al, (2000) highlight, when
discussing careers, it is generally assumed the discussion is about an individual’s work
related activities. For many years the view prevailed that a career was (Wilensky, 1961,
in Arthur et al 1999; 4):
A succession of related jobs arranged on a hierarchy of prestige, through
which persons move on an ordered (more or less predictable) sequence.
Many writers have agreed with this notion of a career as a sequence of positions held by a
person in an occupation. White (1995) for example, indicates that careers have
traditionally been thought of as a meaningful progression through a series of related jobs.
Similarly, Hall (2002) highlights that a career can be broadly defined as a lifelong
process of work-related activities that includes both objective and subjective aspects or
the evolving sequence of a person’s work experiences over time (Arthur et al, 1989).

Many changes have since taken place in the external and internal environment of
organisations which have directly affected careers. These include globalisation, advances
in technology, the impact of the internet, the emergence of a flexible workforce, the focus
on the knowledge economy, more fluid organisational structures and organisational
delayering (Tiernan, Morley and Foley, 2006; Sullivan et al, 2001). One of the most
significant changes that has fundamentally affected the traditional notion of careers is the
deconstruction of organisational hierarchies. This has resulted in entire levels of
management being removed, with the incidental effect of altering the traditional
hierarchal career paths. As Arthur and Rousseau (1996) posit, traditional definitions of
careers therefore no longer seem appropriate.
Greenhaus and Callanan (1994) indicate there is another approach to careers, which
views the career as an individual property, belonging to the individual, rather than the
organisation or occupation. They further note that even within this individual perspective,
many themes on the meaning of a career have emerged. These include an advancement
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theme, related to rapidly advancing in status and money terms; a professional theme,
where occupational status constitutes a career; and a stability theme, where a sequence of
related or closely connected jobs (for example lecturer, department head, dean) is thought
to represent a career. They posit however, that these themes put ‘severe limitations on the
meaning of a career’ and define a career in very broad terms, which include both
objective events and situations and subjective interpretations of work-related events and
experiences (Greenhaus and Callanan 1994: 5):
The pattern of work-related experiences that span the course of a
person’s life.
Adamson et al (2000) expand this idea, by arguing that both individuals and organisations
need to redefine the notion of careers. They argue that a career ‘belongs’ to the
individual, not to the organisation, and thus the right to manage that career lies in the
hands of the individual, not the organisation. They note that there is a need to embrace
the non-organisational domains within which the individual engages and that the meaning
of a career to an individual is being constantly constructed and deconstructed in the light
of social interaction and both personal and organisational change. This is a debate which
is outside the remit of this section, but it is raised by the author, as it indicates the
recognised importance to careers of issues relating to work-tamily contlict. As Arthur et
al (1999: 3) highlight, ‘career theory has long recognised the connection between careers
and personal fulfillment’. Inkson (2007:54) also posits that career cycles are likely to
happen as a ‘by-product’ of factors such as marriage, child bearing, child rearing and
‘empty nest’ which occur in our wider lives.

As Schein (1975) indicates, career theory and research is a relatively young field within
the field of social science. It is a field which has grown substantially over the last thirty
years, as the nature of careers has changed, as noted above. The terms career
management and career development are also the subject ot many definitions and
interpretations. Career management is viewed by Greenhaus and Callan (1994) as the
process through which an individual gathers information about him/herself, alternative
occupations, jobs and organisations; chooses career goals and develops a career strategy
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designed to meet these goals, all the time obtaining feedback on both the relevance ot the
goals and the effectiveness of the chosen strategy. It is an enduring process over the
course of an individual’s life. They further note that career development is also an on
going process, which can be broken down into relatively predictable stages or phases in a
person’s career. Developmental theorists focus on finding age and stage patterns in
careers. The value of developmental theory is that it allows us to see stages in a person’s
career, which occur in a pattern.
Some of the most insightful definitions of career development represent the conflict
experienced by individual careers in the modern organisation. Pietrofesa and Splete
(1975: 1) define career development as:
A process that occurs over a life span and is significantly influenced by
self-concept and by social, physical and psychological forces in one’s
world.
While Van Maanen and Schein’s (1977: 36) posit that:
Career development is a lifelong process of working out a synthesis
between individual interests and the opportunities (or limitations)
present in the external work-related environment, so that both individual
and environmental objectives are fulfilled.
Importantly, Hall and Associates (1992: 55) argue that career development is:

Comprised of two separate but interrelated functions: career planning,
which is an individual process, and career management, which is an
institutional process.
It is necessary, therefore, to delineate between the aspects of career development which
the individual must plan for themselves and those career management activities which the
organisation has a role in providing. Both are obviously inter-related and impact each
other.
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The following section examines a number of career development models. A common
theme which emerges in the literature in this area is that the majority of these models
were designed for Whyte’s ‘organisational man’ as described in his seminal work (1956)
and thus may not be appropriate for today’s modern worker. The section will, therefore,
discuss a number of the most well-known career development models and also identify
why these models are not best suited to the contemporary female employee.

2.7 Career Development Models
One of the earliest developmental models for careers was created by Miller and Form
(1951) and draws on the discipline of sociology. They proposed a linear model, divided
into five periods of work, beginning with birth and ending with death. As Dalton
highlights, their model is clear about the fact that not everyone goes through theses stages
successfully and achieves stability and security (Dalton, 1989). Those individuals who do
not follow a stable career pattern, may not become established in one area, moving trom
trial jobs to stable pattern, back to trial jobs again. Whilst others may never stay long
enough in one field to achieve stability, moving (rom trial job to trial job.

This linear approach was also adopted by many other theorists, including Super. His
model has its basis in the vocational development field. Although both models examine
different variables, it is their similarities that are often highlighted, as they are both based
on the biological life-cycle (Dalton, 1989). As Inkson (2007) highlights, in many theories
particular career stages are tied to particular human ages, in what is often called an
age/stage approach to understanding careers. These theories divide career development
into between four and six stages. Super’s popular and much quoted 1957 model also used
a life-span approach to describe how an individual’s career could develop. He proposed
four stages, namely exploration, establishment, maintenance and decline as can be seen in
Table 2.2 below.
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Table 2.2: Age-Stage Models of Female Career Development

Miller and Form (1951)

Super (1957)

Hall

and

Nougaim

Age

Stage

0-15

Preparatory work period

15-18

Initial work period

19-34

Trial period

35-64

Stable work period

65+

Retirement period

Age

Stage

0-14

Growth

15-24

Exploration

25-44

Establishment

45-64

Maintenanee

65+

Disengagement/Deeline

Age

Stage

0-25

Pre-work

25-30

Establishment

30-45

Advaneement

45-65

Maintenanee

65+

Dee line

Age

Stage

0-21

Growth, Eantasy, Exploration

16-25

Entry into World of Work

16-25

Basie Training

17-30

Full Membership in Early Career

25+

Full Membership in Mid-eareer

40+

Late Career

40+

Deeline and Disengagement

■7

Retirement

Age

Stage

(1968)

Schein(1978)

Levinson (1978)

17-22
23-28
29-33
34-40
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41 -45
46-50
Greenhaus

and

Age

Stage

0-25

Occupational choice; preparation for work

18-25

Organisational entry

25-40

Karly career; Establishment and achievement

40-55

Mid-career

55-relirement

Late-career

Callanan (1994)

The first four models outlined in Table 2.2 share a number of common elements. They all
progress chronologically through a series of stages, which link work to age. As
Greenhaus and Callanan (1994) posit, it is generally recognised that an individual’s work
cannot be separated from other aspects of life. The age-stage approach of these models is
related to the traditional notion of the career, where, as time passes, the individual moves
up through the hierarchical structure of the organisation. This would have occurred in a
relatively routine manner in organisations in the past (White, 1995) and this is mirrored
in these age-stage models.

Levinson’s model (1978) which is one of the most quoted models, also following a series
of age-related life stages. Levinson also adopts a four stage model, focused on four life
eras, which he refers to as seasons, namely pre-adulthood, early adulthood, middle
adulthood and late adulthood, with sub stages within each time period as indicated in
Table 2.2. Although Levinson’s model is widely quoted, it is worth noting that during
this research, only American men, from four occupations, between the ages of 35 and 45,
were interviewed, perhaps limiting its applicability to a wider audience.

In Table 2.2 above, Greenhaus and Callanan’s 1994 model which is also age-stage based,
is included. They conclude that despite the valuable contribution of alternative
approaches, they believe that life experiences, or more specifically age, strongly shapes
career aspirations, concerns and experiences, and thus plays a pivotal role in identifying
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career stages, related to ages. Their model, however, is representative of the diversity of
people’s lives and careers, as it acknowledges that overlaps can occur between ages and
stages.

More recent career development models have acknowledged the complexities of modern
careers and the reality that not all careers can be linear and predictable. These models are
not underpinned by the age-stage concept. Dalton and Thompson’s model (1986), for
example, is an organisationally based model of career development. Their four career
stages model represents clusters of functions within an organisation, which become
progressively more highly valued by the organisation, as the individual moves through
the stages. They posit, that the value to the organisation of the individual’s contribution is
partly determined by how the work performed impacts the viability and growth of the
organisation.
o

Level 1: Assistant, performing tasks under supervision

o

Level 2: Individual contributor operating independently

o

Level 3: Mentor/champion, assuming responsibility for others

o

Level 4: Director/strategisl/sponsor assuming responsibility for the organsiation

As an individual moves through the stages, they believe that Level Four is more critical
than Level One. Individuals are evaluated in the organisation by the value of their
contribution. Despite the fact that this model is not age-based, age is, however, often a
related factor in moving from stage to stage.

Powell and Mainiero (1992) propose a model based on the proposition that women have
two overriding concerns in their lives - career and others. Drawing on Barwick’s (1980)
earlier work, they note that decisions around parenthood affect career choices in the 3040 year age group, representing a uniquely different dimension that separates men’s and
women’s lives. Their model emphasises the choices women make about their careers, as
being parallel choices - emphasis on career and emphasis on relationships. They use
these to develop a model which does not assume linear progression throughout a
woman’s career. Powell and Mainiero (1992) provided the image of ‘cross-currents in the
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river of time’, to assist with coneeptualizing their idea. They maintained four factors exist
in this model, 1) success in career, 2) success in relationships with others, 3) emphasis on
career versus relationships with others, and 4) time. The time aspect includes past,
present, and future occurrences. This model suggests that, ‘at any point in time, a woman
may place a particular degree of emphasis on career versus relationships with others in
her actions and decisions’ (1992:221).
Similarly, Driver’s model (1982) of objective career patterns, identifies four patterns of
employment, but does not link them directly to linear age patterns:
1. Transitory — a person changes employment frequently, without any periods of
stability.
2. Steady-state - where the individual selects an occupation early in life and follows
it consistently.
3. Linear — where a field is chosen early in life and a plan for upward movement is
developed and carried out.
4. Spiral - where the individual develops in a given field for a length of time and
then moves on to another related or unrelated area on a cyclical basis.
This, may, as Inkson (2007:60) argues, be appropriate in light of the reality of the
changing nature of the modern careers environment:
The theory is an internally driven one, which does not appear to take
account of the structural features of the careers environment or major
events such as boom-bust cycles and mass layoffs, which constantly buffet
many careers.
Two decades ago, both London and Stumpf (1986) and Scase and Coffee (1989)
questioned, whether in the changing context of careers, that progress can be categorised
neatly into such orderly, predictable paths as those proposed by Super and Levinson. As
Greenhaus and Callanan, posit (1994: 5):
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Changes in the workforce have meant that career progression is not as
linear or predictable as it was in the past. For example, there is little that is
linear or predictable in a career sense for a women who re-enters the
workforce after raising a family, for the person who makes a midcareer
occupational change, for the individual who shifts from employer to
employer, or for the person who retires early.
Today’s organisations are flatter and more flexible (Sullivan et al 2001), operating in a
dynamic and global economy, meaning that many organisations not longer want ‘cradle
to grave’ full-time employees, making Scase and Coffee’s questions even more relevant.
As Sullivan et al (2001) posit, traditional, linear models no longer represent the careers of
the majority of the workforce and new career conceptualisations are needed. Thus, as
Inkson (2007) argues, it may be more relevant to think of a career as a gradual flow of
development, rather than a series of separate stages.

In examining careers of women, it is pertinent to investigate the application of these agestage models to the female career. Greenhaus and Callanan (1994) identify one of the key
difficulties for women, associated with career development models that link career stage
with age. They cite the re-entry of women into the workforce in their middle years as
complicating these models, as well as employees who change career mid-career lifecycle, thereby beginning another career. This is in agreement with Reinke, Holmes and
Harris’s (1985) earlier argument, that rather than being age-related, phases of women’s
career development may be more closely tied to the family life cycle. As Kanter (1977)
observed, the worlds of work and family are interconnected, and especially for the large
numbers of women who have Joined the workforce since the 1970s. As a result of so
many women entering the workforce since many career development models were
outlined, it is necessary to examine how gender impacts on career development and
models of career development. This is the focus of the next section.

2.8 Gender and Career Development
A number of authors have argued that traditional models of career development such as
those developed by Schein and Driver are largely based on the experiences of men, which
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are not the same as those of women, meaning their generalisability to women is in doubt
(Osipow and Fitzgerald 1996; Ornstein and Isabella, 1990; Gallos, 1989; Gutek and
Larwood, 1987; Gilligan 1982). As Gallos (1989:110) posits:

Women construct their conceptions of themselves, their lives, and the
world around them differently than men...Career theories have been
largely built on male models of success and work.
Women are often studied to see how they depart from the male standard, both in choice
of a career and in career development (Davidson and Cooper, 1987). Following some
criticism of Levinson’s seminal work for gathering empirical data from men only
(Levinson et al, 1978), he repeated the study with a sample of women in 1980 (Levinson
and Levinson, 1996). In contrast to the men in Levinson's earlier study, most women
quoted in this study had begun their adult lives without well-defined goals. They assumed
they would marry but gave little thought to the kind of life they wanted. As Inkson (2007)
notes, the women had a more complex sense of their place in the world, and hence had
greater difficulty specifying goals. In Levinson's findings a continuing theme was the
transition stages for women between the ages of 30's and 40's, as it differs from their
male counterparts. That is, the clash for women between the roles of homemaker and
career woman in this career stage. Early and mid-career are stages in a woman’s life
when, as a result of domestic responsibilities, they are unable to pursue their careers in
the same way as men (Inkson, 2007).

Gutek and Larwood note that, although it is likely that women’s careers will be different
from those of men, this does not mean that every study of women’s career development
should involve a comparison with men (1989: 10). They further posit that women’s
careers are different than men’s, and are likely to remain so in the future, for at least four
key reasons (Gutek and Larwood, 1989:10):
(i) There are different expectations for men and women regarding the
appropriateness of jobs for each sex that affect the kinds of jobs young
men and women prepare for and select.
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(ii) Husbands and wives are differentially willing to accommodate
themselves to each other’s careers, with wives generally more willing to
move or otherwise adapt to a husband’s career needs than vice versa. To
the extent that husbands receive more attractive job offers and their
careers progress faster, this is a generally rational strategy to maximise
total family career progress.
(iii) The parent role is differentially defined for men and women; the
mother role requires substantially more time and effort than the father
role.
(iv) Compared to men, women are faced with more constraints in the
workplace, including discrimination and various stereotypes detrimental
to career advancement.
Many writers and researchers agree with this perspective. Fitzgerald and Crites (1980)
for example believe that career development is more complex for women, because of
differences in the socialization of women and in the combination of attitudes, role
expectations, behaviours and sanctions that constitute it. While Barwick (1980) noted that
in the childbearing years, which are only pertinent for women, tension exists, as women
are setting their career development goals against this specific time in their lives.

Gallos (1989) develops this theme and adapts ‘the Dream’ as introduced by Levinson
(Levinson et al, 1978). This ‘Dream’ is essentially the view an individual has of how
women want to live their lives and the values they pursue. She argues that women pursue
a split dream, which focuses on providing a balance between career and family
relationships. While Ginzberg (1984) found that men and women were both marriage
oriented; yet men traditionally experienced no conflict between marriage and career.
Ginzberg concluded that the male model of career preparation and choice does not fit the
female prototype, as many women interrupt their educational preparation, to get married
and experience frequent shifts between home and work.

Gallos (1989) highlights that whilst not all researchers agree that there is a need for
separate theory of women’s career development, she believes that because women face a
different set of opportunities and problems than most men, she advocates a separate
theory of career development. She posits that more needs to be learned about what career
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means for successful women and adds that by researching and theorizing about women’s
career development, this will provide managers with important insights to assist with
managing a diverse workforce. As Vinnicombe and Bank (2003:238) note, there has
always been a ‘male bias in the literature about careers’.

Bardwick (1980), Gilligan (1982) and Astin (1984) also believe in a distinct theory of
female adult career development. These researchers noted that women emphasize the
importance of relationships and attachments and that, even for the accomplished
professional and career women, traditional roles and interpersonal commitments remain a
core part of female identity. Bardwick (1980) argued that there is a distinctly different
phase of adult life for men and women between the ages of thirty and forty. For men, she
argues, this is a period of enhanced investment in career, while women require much
more than career and professional success. Roberts and Newton (1987) studied women’s
adult development by reviewing biographies of thirty-nine adult women in four
unpublished dissertations. They also reported that the thirties age-group transition was of
particular significance, with several patterns emerging, for example, for a large number
of women, who emphasized career goals in their twenties, marriage and family became a
priority in their thirties. Alternatively, for those women who opted for marriage in their
twenties, their own career and/or separation themes in relation to their husbands became
priorities in their thirties. The thirties age-transition was particularly stressful for those
women with limited relational and career accomplishments.

Recent research by O’Neill & Bilimoria (2005) builds on this previous work, and
proposes that women’s careers should be investigated as separate entities for three key
reasons. First, they suggest that family responsibilities impact differently on male and
female careers, because family context exerts a greater pressure on female careers than
their male counterparts. Women, despite pursuing their own careers, also remain the
primary care-givers to both children and dependent relatives, and have to engage in a
juggling exercise to balance work and family. This may affect their career development
as their careers take on different forms, directions and advancement patterns, in
comparison to male careers.
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Second, they propose that women’s career development is mediated by women’s general
preference for relationality, therefore contexts and relationships may impact strongly on
career choice and patterns. They further note that the boundary between women’s
personal and professional lives is ‘highly permeable’ (O’Neill and Bilimoria, 2005: 169).
It is also proposed that women’s careers may progress, counter to the traditional career
development models where the later years of a career are characterized by stability,
maintenance and decline. They identify Margaret Meade’s concept of ‘post-menopausal
zest’ as instructive in explaining how many women find a renewed sense of purpose and
energy in middle adulthood, while traditional career development, is characterized in this
life-cycle stage by terms such as maintenance and stability. Finally, they propose that
because of the gendered nature of advancement in organisation, women are under
represented at the highest levels of organisations, resulting in ‘tokenism’ and in women’s
careers developing in directions and forms that are very different from male counterparts
within their own organisation.
O’Neill & Bilimoria (2005) further explore differences in female career patterns. They
posit that some women may experience an orderly or traditional career where they remain
within the same organisation or field; whilst others may experience a more disorderly
career path, where changes may be unplanned, either in organisation or field. Their
findings, from a qualitative study of 60 professional women, provide a new three stage
career development model, specifically encompassing women. They refer to the first
stage, the driving force of early career (ages 24-35), as idealistic achievement. Women in
this phase see themselves in control of their careers and base their career choices on the
desire for career satisfaction, achievement and success. These women are likely to be
proactive in taking strategic steps to ensure career progress. They are motivated to
succeed and see their careers as holding unlimited possibilities. Their respondents,
despite the majority not having children, were concerned about the impact that children
would have on their careers, as they understood implicitly that organisational structures
did not appear supportive of those women who desired a dual focus on family and career.
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Women in phase two, referred to as the mid-career stage (ages 36-45) were found to be
driven by pragmatic endurance. These women manage multiple responsibilities on a
personal and professional level. They view their self-identity as being closely linked to
their careers. For those who see their careers as essential elements of their identity, it
becomes even more important for them to succeed in their careers. They may be faced
with many choices at this point in their careers, such as choices between career
commitment and parenthood. Many are also at the age when they may need to make a
final choice about whether or not to have children. O’Neill and Bilimoria posit that the
high percentage of childless women in their sample, in this career stage, may have
focused on their careers to the detriment of establishing a family. Alternatively, women
who may have stalled in their careers may now decide to channel their energies away
from their careers and into other areas of their lives in the search for self-fulfillment.

The final stage identified by O’Neill and Bilimoria is termed reinventive contribution
(ages 46-60). Women in this phase have reclaimed their careers as opportunities to
contribute, without negative impact on their personal lives. They found that the women in
this phase had experienced their person lives d)eing subsumed by their professional lives
at some point during their careers' (O’Neill and Bilimoria, 2005:178). They also found
that the women in this stage had ‘reconceptualized and reclaimed’ their careers as they
advanced further into their careers. They see the movement from one stage to the next by
the individuals in their study, as a movement from a positive, to a negative, back to a
positive perspective.

(O’Neill and Bilimoria, 2005: 178). O’Neill and Bilimoria

(2005:185) conclude that:

Organisations need to understand, recognize and support women s
careers and relationship priorities in order to retain talented professional
women .
Importantly for women’s careers, the career stage when increased commitment and
investment is required on the part of employees coincides with peak child rearing years
(Drew and Murtagh, 2005). Henning and Jardim’s study (1977) of one hundred senior
women managers revealed that these women made late career decisions, approximately
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ten years into their working lives. As a result, the female managers talked of making the
most of what developed, but they did not have a career plan. Similar findings emerged
from the interviews of White et al. (1992) with forty-eight women who had achieved
extraordinary levels of career success. Many of the successful women had not planned
their careers in any detail. Thirty-one percent of the women in that study had not planned
their careers at all. Although most of the women interviewed had engaged in some form
of career planning, 44 percent believed that their planning could have been better.
Davidson and Cooper’s study (1983) of sixty female managers revealed that 50 percent
of all women managers had never set themselves a career life plan and only 25 percent
set themselves a career plan as their career developed. Freeman (1990) concluded that
female managers do not plan their careers, because of the lack of opportunity structured
by sex role stereotyping, and former social conventions, whereby careers were seen to be
reserved for male managers.
This rationale receives empirical backing in recent research conducted by Huang and
Servke (2006). Their study uses data gathered as part of the Swedish longitudinal
research program - Individual Development and Adaptation (IDA). Using data collected
from 549 Swedish women on their occupational history and employment related
activities, from age 16 to 43. Their findings highlight that high occupational attainment
was associated with a life style characterized by engagement in continuous full-time
work, delayed or limited family role responsibilities and high investment in education.
They posit that all of these factors, which are characteristic of upwardly moving female
occupational careers, resemble the life styles of men. Part-time working and long career
interruptions due to childcare were related to lower occupational standings or unstable
careers.
Importantly for women’s careers, the career stage when increased commitment and
investment is required on the part of employees coincides with peak child rearing yeais
(Drew and Murtagh, 2005). There is little doubt that the biological clock of a woman has
an impact on both career development and career choices, something which will never be
experienced by her male counterparts. As Rosi (1980) so eloquently asserted, because
women alone have the capacity for pregnancy, they have developed hormonal and
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instinctive responses to caring for others, and these responses subtly reinforce their career
development patterns. It is this biological ability that means that women have to often
niake choices between pursuing their career goals and balancing their home lives. This
dilemma is the focus of the following section.

2.8.1 Individual Choices during Career Progression
As Broadbridge and Parsons (2005:82) argue the life cycle position of women can create
various constraints and will affect the “choices” women can make. They posit that an
argument can be made that career ‘choices’ do not necessarily reflect the ‘preferences’ of
women. Career success has been defined (Siebert et al., 1999: 417) as the:

Positive psychological or work related outcomes or achievements that
the individual accumulates as a result of work experiences.
The various measures used to identify and define career success have been found to differ
by gender (Broadbridge and Parsons, 2005:82). Definitions of career success are
important determinants in the career development of men and women, and may offer a
partial explanation of why women may not be viewed as successful in their careers as
men. Managerial competence, for example, has traditionally been regarded as a male
domain (Schein, 1994). Some of these findings resonate with those of Baruch (2004),
which support that ‘choice’ may be unintentional, and that careers evolve (Long, 1987).
Gold and Pringle (1988) found that few managers of either gender place weight on the
importance of career plans.
The career literature differentiates between objective and subjective career success. Kidd
(2006) distinguishes between the two, indicating that objective success consists of
observable career outcomes, which include salary, hierarchical position in the
organisation, status and work-related skills. She identifies subjective success as including
job satisfaction, career commitment, satisfaction and self-efficacy, these being more
dependant on an individual’s values than objective notions of success. Kidd (2006)
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further notes that recent career literature highlights the importance of subjective success,
given the contemporary organisational model with fewer advancement opportunities.

Large and Saunders (1995) discuss how women make decisions in relation to promotions.
They use Porter and Lawler’s expectancy model of motivation to propose a two-stage
decision making model. In this model women first assess the value to themselves of the
promotion prospect (the outcome). If the individual values the promotion each then
estimates the likelihood of achieving the promotion, i.e. whether their efforts will lead to
the attainment of that outcome (promotion). They propose that women often have a
negative perception of both the rewards associated with promotion. Many women they
suggest, may perceive a set of hindering factors in the organisation, particularly where a
‘corrosive gender culture’ exists. Either of these negative perceptions they believe will
prevent women from deciding to exert the effort needed for that promotion. They
conclude that each individual makes personal career choices based on their perception of
their unique life/work situation and their assessment of the rewards from and the
likelihood of promotion. They argue that unless employers analyse both organisational
obstacles and individual blockages, the glass ceiling will continue to exist.
In terms of making decisions about the shape and direction of one’s career, Arnold
(1997) proposes that career decision making is more than simply deciding what type of
occupation to enter and expands the concept to include a wealth of career decisions, such
as whether to return to employment after having children, whether to apply tor a
particular job or whether to accept that job if offered. The concept of selt-etticacy in
career decision-making thus cannot be overlooked. Bandura (1977) defined self-etticacy
as the extent to which a person believes that he or she can perform the behaviours
required in any given situation. Arnold (1997) reports that in general women have a
lower sense of self-efficacy than their male counterparts, this being particularly true in
relation to more masculine activities.
When discussing this issue of career decision-making it is useful to examine the concept
of the ‘mommy track’. This concept was first coined relative to women lawyers and was
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noted in a New York Times article (Williams, 2000: 72). It refers to women who want to
combine paid work along with unpaid caring responsibilities in the home (Benschop and
Dorewaard, 1998). As Benschop and Dorewaard (1998) note this track can lead to
women working part-time, or, to a deceleration of the woman’s career, in response to
balancing the demands of motherhood with the demands of full-time working. This is the
result of employers instituting different career paths for women who expect to have
children than for those who do not (Auerbach, 1990). Rhode (2001) however argues that
choosing to work part-time on a ‘mommy-track’ can stigmatize women as being not
serious about their careers and permanently damage their chances of reaching senior
positions. In a study conducted by Noonan and Corcoran (2004) in the USA, on lawyers
promotion to partnership level, findings indicate support for the proposition that women
who have taken time out of the labour force to attend to child care responsibilities are less
likely to become partners; they also earn less if they become partners. Furthermore,
Epstein et al (1995) have observed that while mothers and fathers report work-family
conflicts, it is only mothers who reduce their labour supply in response to these conflicts.

As Stone and Lovejoy (2()()4;63) assert, the spectre of highly successful women stepping
off the ‘fast-track’ potentially undermines the arguments feminist advocates tor women’s
advancement’. They posit this is because there are so few highly visible women, thus the
media publicizes their departure. The term attributed in the media to this departure is ‘the
opt-out revolution’ (Belkin, 2003). This opt-out revolution portrays a situation where
women’s decisions are based on their preference for home over career. Barnett and
Rivers (1996) have challenged the notion of a revolution and argue that portraying
women in this way is part of a backlash against feminism and gender egalitarianism.
Stone and Lovejoy (2004:64) in a similar vein posit that the media’s depiction of these
women’s decisions as choices ‘obscures our understanding of their actions and the
complex decision-making leading up to them’. In their study of 43 professional and
managerial women who had left the labour force, and were married, with children, their
findings highlight that work-related reasons were the most important factors that
accounted for these women quitting their roles. They found that the ‘amount, pace, and
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inflexibility of work as well as the inadequacy of reduced-hour options led many women
to quit’ (Stone and Lovejoy, 2004).

2.9 Summary
This final section has identified and discussed the career development of women and
began by setting the context for the section by outlining the changing nature of careers.
The concepts of career development and the age-stage career development models were
identified. Attention was drawn to the fact that these models were developed on the
traditional male career and thus in the context of today’s modern organisation, do not fit
women’s careers. The reasons for this are outlined and the section ends by exploring the
choices women must often make whilst in a managerial role.

In summary, chapter two identified that Irish women are generally still concentrated in
junior and middle management positions. A review of the literature revealed that female
managers encounter many barriers to their advancement. These barriers create a glass
ceiling which is subtle, but yet so strong that it prevents many women from moving up
the managerial hierarchy. The invisible barriers include: the persistent stereotype that
associates management with being male, a lonely and non-supportive working
environment, and attitudes and behaviours that discourage women from pursuing
managerial careers. More overt barriers include the difficulties of balancing work and
family commitments, bias in recruitment, selection and promotion processes, lack of
formal and informal mentoring, lack of networking relationships, and few female role
models. From a review of the literature, it is apparent that career development is an
additional difficulty for female managers. A career-development process for women is
still developing, and the professional life cycle of the male is still considered as the norm,
which does not take marriage and childbearing into account.

Chapter 3: Methodology

Research methodology explains the logical
foundations of reasoned knowledge (Nachmias, 1992:32).

3.1 Introduction
This chapter sets out to diseuss the research methodology that was employed in seeking
to answer the research objectives as set out in Chapter One. The chapter begins by
outlining the two ‘competing’ paradigms in social science research (Bauer, Gaskell and
Allum, 2000), namely the positivist and qualitative paradigms. Their usefulness in terms
of answ ering the questions posed in this study are explored. In relation to the chosen
qualitative research paradigm, the chapter then explains, in detail, the secondary and
primary research methods chosen in this study and justifies their selection.

3.2 The Philosophy of Research Design
According to Easterby-Smith et al. (1991:21) ‘research design’ is more than the methods
by which data are collected and analysed. It is the overall configuration of a piece of
research: what kind of evidence is gathered from where, and how such evidence is
interpreted in order to provide good answers to the basic research question. In the current
study, the answers provided to the chosen research question are those of thirty female
managers at middle management level in Irish organisations.

In choosing a research

design Buchanan (1980) suggests that the researcher must be prepared to use her own
Judgement continually — and this is one of the most important outcomes from the use of
research projects (Buchanan, 1980: 45-8). Furthermore, Easterby-Smith et al. (1991: 2)
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advise that it is unwise to eonduet research without an awareness of the background
philosophical and political issues. They contend that it is possible to give advice about
research methods, but, that this can rarely be definitive. Some of the philosophical issues
involved in choosing a qualitative approach are discussed below.

A number of authors point to the philosophical requirements in relation to research
design. Easterby-Smith et al. (1991: 21) suggest that a knowledge of philosophy can help
the researcher to recognise which design will work and which will not. Morgan and
Smircich (1980) observe that the appropriateness of a research approach “derives from
the nature of the social phenomena to be explored” (1980: 491). Suanders et al. (2000)
note, the decision on which paradigm to use is based both on the research beliefs held by
the researcher and on the nature of the research questions. While Burrell and Morgan
(1979) further note that all organisation theorists approach their work with a ‘frame of
reference’ consisting of a series of assumptions, whether they are explicitly stated or not
(1979). According to Miles and Huberman (1994), these assumptions come from theory
and experience and often from the general objectives of the study envisioned.

3.3 The Roots of Qualitative Evaluation Methods
Two major paradigms or theoretical perspectives have dominated the social sciences. The
first, positivism, traces its origins to the social theorists of the nineteenth and early
twentieth centuries and especially to Comte and Durkeim. The positivist seeks the facts
or causes of social phenomena with little regard for the subjective states of individuals.
Positivistic views hold that the social world exists externally, and that its properties
should be measured through objective methods “not inferred subjectively through
sensation, retlection or intuition” (Easterby-Smith et al., 1991: 22). As Gill and Johnson
(2002) note, the foundation of a positivist paradigm is that subjective dimensions of
human action, such as internal logic and interpretative processes, are ignored. Brewer and
Miller (2003:235) highlight that the term positivism is ‘greatly used and abused’. They
posit that today, in social research literature, it has come to refer to (Brewer and Miller
(2003:236):
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a methodological position, the essential attributes of which are summed
up in the word ‘positive’, which in the English language conjures up an
image of ‘certainty’, ‘precision’ and ‘objectivity’.
The second theoretical perspective, which, following the lead of Deutscher, is described
as phenomenological, stems most prominently from the work of Alfred Schultz, whose
work was influenced by Weber (Bryman and Bell, 2003).

The phenomenologist is

concerned with understanding human behaviour from the actor’s own frame of reference.
The phenomenologist examines how the world is experienced.

For him or her, the

important reality is what people imagine it to be (Bogdan and Taylor, 1975: 2). The
phenomenologist’s focus on how we put together the phenomena we experience in such a
way as to make sense of the world and, in so doing, develop a worldview. The subjective
experience incorporates the objective thing and a person’s reality (Patton, 1990: 69). As
Taylor and Bogdan (1984:2) explain the:

Phenomenologist is committed to understanding social phenomena from
the actor’s own perspective. He or she examines how the world is
experienced. The important reality is how people perceive it to be.
The phenomenologist, views human behaviour — what people say and do — as a product
of how people interpret their world (Bryman and Bell, 2003).

To do this requires

empathic understanding or an ability to reproduce in one’s own mind the feelings,
motives, and thoughts behind the actions of others. In order to grasp the meanings of a
person’s behaviour, ‘the phenomenologist attempts to see things from that person’s point
of view’ (Bogdan and Taylor, 1975: 14). An integrating theme running through these
perspectives is the notion that the study of human beings is fundamentally different from
other scientific inquiries, such as agricultural and natural sciences (Patton, 1990: 20). A
phenomenologist also views human behaviour as a product of how people interpret their
world (Bauer, Gaskell and Ahum, 2000).

The task of the phenomenologist, and of

qualitative methodologists, is to capture this process of interpretation (Bogdan and
Taylor, 1975: 14).
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Since positivists and phenomenologists approach problems in different ways and seek
different answers, their research will typically demand different research strategies
(Bryman and Bell, 2003).

The positivist searches for ‘facts’ and ‘causes’, through

methods such as survey questionnaires, inventories, and demographic analysis, which
typically produce quantitative data and which allow him or her to statistically prove or
disprove relationships between variables. The phenomenologist, on the other hand, seeks
understanding through such qualitative methods as participant observation, open-ended
interviewing, and personal documents (Jary and Jary, 1991).

These methods yield

descriptive data which enable the phenomenologist to “see the world as subjects see it”
(Bogdan and Taylor, 1975: 2). A comparison of the two paradigms is captured in Table
3.1 below.

Table 3.1 Features of Positivistic and Phenomenological Paradigms
Positivism

Phenomenology

•

Tends to produce quantitative data

•

Tends to produce qualitative data

•

Uses large samples

•

Uses small samples

•

Concerned with hypothesis testing

•

Concerned with generating theories

•

Data is highly sped tic and preci se

•

Data is rich and subjective

•

The location is artificial

•

The location is natural

•

Reliability is high

•

Reliability is low

•

Validity is low

•

Validity is high

•

Deductive

•

Inductive

•

Testing of theory

•

Generation of theory

•

Natural science model

•

Interpretivism

•

Generalises from sample to population

•

Generalises from one setting to another

Source: Adapted from Hussey and Hussey (1997) and Hrynian and Bell (2003)

Qualitative methods have their philosophical origins in phenomenology or subjectivism
(Miller and Brewer, 2003). The philosophical roots of qualitative methods, as outlined
above, emphasise the importance of understanding the meanings of human behaviour and
the social-cultural context of social interaction.

Qualitative methodologies refer to
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research procedures which produce descriptive data, people’s own written or spoken
words and observable behaviour.

According to Bogdan and Taylor (1975:4), this

approach directs itself at settings and the individuals within those settings holistically;
that is, the subject of the study, be it an organisation or an individual, is not reduced to an
isolated variable or to a hypothesis, but is viewed instead as part of a whole.

Bogdan and Taylor also argue that the methods by which we study people affect how we
view them. They add that when we reduce people to statistical aggregates we lose sight
of the subjective nature of human behaviour. Qualitative methods allow us to know
people personally and to see them as they are developing their own definitions of the
world. We experience what they experience in their daily struggles with their society
(Bogdan and Taylor, 1975).

As Berg (2001:7) posits, qualitative researchers are

interested in how people make sense of their surroundings through ‘symbols, rituals,
social structures and social roles’. Van Maanen (1983: 9) defines qualitative methods as
an:
Array of interpretative techniques which seek to describe, decode,
translate and otherwise come to terms with the meaning, not the
frequency, of certain more or less naturally occurring phenomena in the
social world.
According to Marshall and Rossman (1989), those who conduct qualitative research face
a challenge. There are no explicit, guaranteed recipes to follow for pulling together a
coherent, convincing, winning research study.

As Berg (2001:2) posits, ‘qualitative

research takes much longer, requires greater clarity of goals during design stages, and
cannot be analysed by running computer programmes’. Proponents of qualitative research
designs do best by emphasising the promise of quality, depth, and richness in the research
findings. Geertz (1973:5) advises that researchers who are convinced that a qualitative
approach is best for the question or problem at hand must make a case that ‘thick
description’ and detailed analysis will yield valuable explanations of processes. While
Cuba and Lincoln (1981) have made the point that qualitative methods are preferable to
quantitative methods when the phenomena to be studied are complex human and
organisational interactions and, therefore, not easily translatable into numbers. When
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researchers use such methods as interview, observation, use of non-verbal cues and
unobtrusive measures they use tacit as well as propositional knowledge to ascribe
meaning to the verbal and non-verbal behaviour that is uncovered (Cuba and Lincoln,
1981: 88).

Disadvantages associated with the qualitative method include its labour intensive nature;
possible difficulties with analysis and interpretation of the data; and in the past, policy
makers gave low credibility to studies based on a qualitative approach (Bauer et ah, 2000;
Easterby-Smith et ah,

1991).

Qualitative research also demands techniques of

observation that allow the investigator to sort and ‘winnow’ the data, searching out
patterns of association and assumption. This process of detection is hard to mechanise
(McCracken, 1988: 19). This credibility problem, however, appears to be changing, as
the ‘versatility and value’ of qualitative methods is evidenced in its ‘widespread use’ in
many social science disciplines and in commercial social research (Gaskel, 2000:39)
According to Filstead (1970:4):

The qualitative perspective in no way suggests that the researcher lacks
the ability to be scientific while collecting the data. On the contrary, it
merely specifies that it is crucial for validity — and, consequently, for
reliability — to try to picture the empirical social world as it actually
exists to those under investigation, rather than as the researcher
imagines it to be.
According to Bennett (1991), when choosing a research methodology it is important to
know if the research is concerned with exploring what might be, or verifying what is, and
to choose methods appropriate to this. There are other points that should be borne in
mind when choosing an appropriate research method. These include (Bennett, 1991: 89):
•

Answering the research questions - The method chosen must allow the research
questions to be answered.

It is clearly important to know and thoroughly

understand what questions researchers are seeking to answer. A clear statement
of the research questions will enable both the level of research and level of rigour
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to be more adequately determined. It will also enable a check to be made on the
understanding of the nature of the research problem involved.

•

Current state of knowledge - If little is currently known about the nature of the
v ariables involved in the research problem then it is likely that more qualitative,
exploratory research methods will be needed. If, on the other hand, a review of
the literature shows that a good deal is already known, it is then possible to isolate
the key variables involved. This would then determine the extent to which a
hypothesis or hypotheses could be established and made available for testing.
This in turn would lead to a choice of method which allowed hypothesis testing to
he carried out. However, even where the variables are known in advance their
v'ery nature may prevent the use of experimental research methods.

•

The nature of the variables involved - The choice of method will also be governed
hy the extent to which the variables involved can be manipulated and measured in
a controlled way. In the physical sciences it is often possible to make the subject
of the research do what you want it to do. In the social sciences this is not always
the case.

In summary. Miles and Brewer (2003:239) provide a useful metaphor to illustrate that
both methods are useful for their ‘respective purposes’. They posit that if exploring what
being a vegetarian means to someone, the focus would be on social meanings around for
example, organic food, resulting in the use of qualitative research. Whereas if one wanted
to know how many vegetarians ‘perhaps voted for the Green Party as well’, then a
questionnaire to generate numerate data would be used (Miles and Brewer, 2003:239).

3.3.1 Choice of Research Methodology
Followiing the advice of Miles and Brewer (2003) and McCracken (1998), and taking into
account the literature review of both the quantitative and qualitative approaches, a
qualitative approach was deemed to be most useful in addressing the research questions
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in this study. This approach was chosen for a number of reasons. First, the purpose of
qualitative research, and in particular the qualitative interview, is not to discover how'
many, and what kinds of, people share a certain characteristic. In addressing the research
questions in this study, how many and what kinds of people share these categories and
assumptions are not the compelling issues. A largely qualitative paradigm is thus suitable,
because the research problem assumes the following characteristics, as developed by
Morse and Field (1996). First, the concept is essentially ‘immature’ because there is a
lack of information about the career aspirations and experiences of female middle-level
managers in Ireland. Second, the nature of the phenomenon, as evidenced in studies
conducted abroad is more suited to qualitative data, in order to gather rich data. Third, the
theoretical perspectives selected to guide this thesis suggest the use of a largely
qualitative paradigm. In relation to the methodological strategy, the in-depth, or long
interview technique was found to be the most appropriate methodology to answer the
research questions, as interviews, semi-structured or unstructured, are appropriate
methods when (Easterby-Smith et al., 1991; 74):
(i) it is necessary to understand the constructs that the interviewee uses as a basis
for her opinions and beliefs about a particular matter or situation;
(ii) the step-by-step logic of a situation is not clear;
(hi) the subject matter is highly confidential or commercially sensitive;
(iv) the interviewee may be reluctant to be truthful about issues other than
confidentially in a one-to-one situation.

Details of the interview technique used in this study are discussed below.

3.4 The Long Interview
According to McCracken (1988), the long interview is one of the most powerful methods
in the qualitative armoury. For certain descriptive and analytic purposes, no instrument
of inquiry is more revealing. The method permits us enter into the mental world of the
individual manager in order that we might begin to see the categories and logic by which
he or she sees the world. It can also permit us into the ‘lifeworld’ of the individual, to see
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the content and pattern of daily experience. The long interview gives the opportunity to
step into the mind of another person, to see and experience the w'orld as they do
(McCracken, 1988). As King (2004:11) argues:

The goal of qualitative research interviews is therefore to see the
research topic from the perspective of the interviewee and to understand
how and why they come to have this particular perspective.
The depth interview is a highly unusual speech event, one that makes for a most peculiar
social relationship. There is no question that certain aspects of this event and relationship
must be crafted very exactly to .serve the interests of good qualitative inquiry
(McCracken, 1988). According to Burgess (1982), the depth interview is a conversation
in which the researcher encourages the informant to relate, in their own terms,
experiences and attitudes that are relevant to the research problem. As Miller and Brewer
(2003: 167) posit, it allows:
Respondents to say what they think and to do so with greater richness
and spontaneity.
Easterby-Smith et al. (1991: 73) suggest that one of the main reasons for conducting
qualitative interviews is to understand:
How individuals construct the meaning and significance of their
situations . . . from ... the complex personal framework of beliefs and
values, which they have developed over their lives in order to help
explain and predict events in their world.
Researchers must, therefore, be able to conduct interviews so that the opportunity is
present for these insights to be gained. Failure to achieve this could result in a superficial
exchange of information, which might have been better and more cost effectively
achieved via a semi-structured questionnaire (Bryman and Bell, 2003). The first step of
the detailed, qualitative interview begins with an exhaustive review of the literature.
According to McCracken (1988) a good literature review has many obvious virtues.
These are set out below.
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3.5 The Literature Review
Literature reviews are not simple exercises in idea collection; they are a form of
qualitative analysis.

They are also critical undertakings in which the investigator

exercises a constant scepticism.

Reviews search out the conscious and unconscious

assumptions of various authors.

They determine how these assumptions force the

definition of problems and findings. The good literature review is a critical process that
makes the investigator the master, not the captive, of previous scholarship (McCracken,
1988).

It enables the investigator to define problems, assess data and provides the

concepts on which subjects’ precepts depend. A thorough review of the literature allows
the data of one’s research project take issue with the theory of one’s field and it is a way
to manufacture distance (McCracken, 1988).

Another purpose of the literature review is to aid in the construction of the interview
guide. The literature review establishes the areas the interview will explore and aids in
specifying categories and relationships that may organise the data. A review helps to
determine what the interviewer should ask about and what he or she should listen for. By
the end of the literature review, the investigator should have a list of topics from which
questions must be prepared (McCracken, 1988: 31). This list of topics allows for the
creation of the interview guide.

3.6 The Interview Guide
An interview guide is a list of questions or issues that are to be explored in the course of
an interview. The questions which formed the interview guide for this study are listed in
the Appendix. An interview guide was prepared to make sure that essentially the same
type of information was obtained from a number of people by covering the same
material.

The interview guide provides topics or subject areas about which the

interviewer is free to explore, probe, and ask questions that will elucidate and illuminate
that particular subject, allowing for tlexibility in conducting the interview (Bryman and
Bell, 2003). According to Seal (1998: 206) perhaps the most fundamental use for the
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interview guide is to serve as a basic checklist during the interview to make sure that all
relevant topics arc covered and to act as a:

Sort of checklist that she or he can refer to when deciding what to turn
to next as the interview proceeds.
The interviewer is thus required to adapt both the wording and sequence of questions to
specific respondents in the context of each actual interview as it occurs. The interviewer
remains free to build a conversation within a particular subject area, to word questions
spontaneously, and to establish a conversational style, but with the focus on a particular
predetermined subject (Patton, 1990). Perhaps the primary advantage of an interview
guide is that it can help to make sure that the interviewer has carefully decided how best
to use the limited time available in an interview situation (King, 2004). The interview
guide helps make interviewing different people more systematic and comprehensive by
delimiting the issues to be discussed in the interview (Patton, 1990). It also assists the
interviewer ‘in making connections between different parts of the interaction’ (Miller and
Brewer, 2003:167).

Bryman and Bell (2003) recommend the preparation of an interview guide which can be
used as a loose structure for the questions to be used in the interviews. Jones advises
that, although researchers are to some extent tied to their framework, they shouldn’t be
‘tied up by them’ (1985: 75). Based on the literature review in this study (Chapter Two),
an interview guide was created by the author which attempted to provide an appropriate
structure for questioning, ensuring that the author included what were considered to be
the more pertinent issues in the literature (Flick, 2000). The label ‘qualitative interview’
has been used to describe a broad range of different types of interviews, from those that
are non-directive or open, to those where the interviewer takes a prepared list of
questions and is determined to ask these questions. In between these two extremes is an
‘abyss of practice’ which provides theory about the purpose and nature of the qualitative
interview (Easterby-Smith et al., 1991: 73). The interview technique used by the author
in the current study could be considered as falling within this abyss of practice, using a
loosely structured interview guide to discern the perceptions of the interviewees.
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3.7 The Interview Pool
A key difficulty in qualitative research utilising the interview technique is to determine
the precise number of interviewees (Mintzberg, 1979: 584). The approach adopted in
selecting the number of interview participants for this study was based on a strategy
called ‘theoretical sampling’, where the actual number of cases studied is less important
than the 'potential of each case in aiding the researcher to develop insights into the area
being studied’ (Glaser and Strauss, 1967: 56). McCracken, for instance, endorses the use
of small samples, and states that ‘for many research projects, eight respondents will be
perfectly sufficient’ (1988: 17). According to Siedman (1991), there are two criteria for
‘enough’. The first is sufficiency. Are there sufficient numbers to reflect the range of
participants and sites that make up the population so that others outside the sample might
have a chance to connect to the experiences of those in it?

The other criterion is

saturation of information, when the interviewer begins to hear the same information
reported and she is no longer learning anything new (Bryman and Bell, 2003; Siedman,
1991). Gaskell (2000:43) also agrees with the criterion of saturation:

The differences between the accounts are striking and one sometimes
wonders if there are any similarities. Mowever common themes begin to
appear and progressively one feels increased confidence in the emerging
understanding of the phenomenon. At some point a researcher realizes
that no new surprises or insights are forthcoming.
Similarly, Gaskell (2000) argues that more interviews do not necessarily imply better
quality or more detailed understanding. Mason (1996) further suggests that qualitative
samples are usually small for practical reasons to do with the costs, especially in terms of
time and money, and for generating and analysing qualitative data. The selection of the
respondents must be made accordingly.

Gaskell (2000) however, posits that for the single interviewer the upper limit to the
number of interviews could be 25. This number may be the result of a combination of the
time and resources available for the investigation and of the ‘law’ of diminishing returns
in research (Kvale, 1996: 102). Seidman (1991) suggests that because hypotheses are not
being tested, the issue is not whether the researcher can generalise the finding of an
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interview study to a broader population. Instead, the researcher’s task is to present the
experience of the people she interviews in compelling enough detail and ‘in sufficient
depth that those who read the study can connect to that experience, learn how it is
constituted, and deepen their understanding of the issues it reflects’ (Seidman, 1991; 41).
As Gaskell (2000) highlights, the real purpose of the interview is to explore the range of
opinions, not to count the opinions or the people. Mason (1996) suggests that the
interviewer is likely to be making certain kinds of epistemological assumptions about the
interaction between oneself as a researcher and those who are being interviewed, which
suggest that semi-structured interviewing is appropriate (Mason, 1996: 40).

Mason

further suggests that the interviewer may wish to conceptualise one’s role as active and
reflexive in the process of data generation, rather than as a neutral collector, and analy.se
one’s role within this process (Mason, 1996: 41).

3.8 The Sample
The key research question in this study focuses on female managers, at middle
management level, in Irish organisations. Thirty middle-level, female managers were
selected for inclusion in this study. Due to the difficulties involved in establishing a
sample frame for the sample, initially the Irish Business Top 100 companies list provided
the starting point for targeting interviewees. Initially, an introductory letter was sent to
the Chief Executive Officers of these companies, detailing the criteria for inclusion in the
study. These were that first, the women had to be part of the niiclclle management team.
The specifics of this were that the women had to have a direct reporting relationship to
the senior management team and also had to have people reporting into them. Second,
they had to have held this position for at least two years. This was deemed as an
important criterion as this would have allowed the women time to appreciate the
dynamics associated with promotion to the senior management team. Also, a range of
industry' sectors were targeted in order to investigate if the experiences of the respondents
were the same, regardless of the industry sector they worked in. Seventy letters were sent
in total. Twenty four responses were received. This figure was then augmented by the
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Lise of snowball sampling, which, given the absence of any adequate population frame to
sample, seemed the most feasible method for gathering data.

Snowball sampling is a technique for finding research subjects where one subject gives
the name of another subject who, in turn, provides the name of a third and so on (Vogt,
1999). This approach is useful for developing a research sample in hidden populations
difficult to access, such as drug users and commercial sex workers, and in this particular
case, was deemed to be appropriate, due to the specific requirements of the sample, and
due to the author’s management network. This approach was used by Marshall (1984)
who asked female managers to suggest other potential interviewees. It should be noted
that there are some difficulties with using snowball sampling (Atkinson and Flint, 2001).
The selection bias involved in the process may limit the validity of the sample, as
respondents are not randomly chosen, but are dependent on the subjective selection by
the initial contact respondents. Such samples may tend to be biased toward individuals
who are well integrated into a social network and miss ‘isolates’ who are not connected
to any network (Atkinson and Flint, 2001).

The author contacted, by email, seven managers she knew from working in industry, and
asked if they could each identify one potential interviewee. The basics of the study were
explained. Five of those contacted were men and two were women.

This snowball

sampling generated six additional respondents very quickly, all of whom were happy to
take part in the study, bringing the total number of respondents to thirty. Table 3.2
presents demographic details of the thirty female managers interviewed:
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Table 3.2 Demographic Details of the Thirty Managers Interviewed

Manager

Location

Industry Sector

Marital

Job Title

Children

Status

No.
A 1

Leinster

Private Sector

Assistant Principal

Married

Yes

Learning and

Single

No

Hdueation
B2

Munster

Pharmaeeutieal

Development
Manager
C3

Munster

Call Centre

Call Centre Manager

Married

Yes

D4

Munster

Hospitality

Regional

Single

No

HR

Manager
H5

Munster

Aeronautics

HR Manager

Single

No

F6

Munster

Financial Services

IT Manager

Married

Yes

Ci 7

Leinster

Accountancy

Practice Manager

Single

No

H 8

Leinster

Business Advistay

Manager

Single

No

Service
I9

Leinster

Telecoms

Marketing Manager

Married

Yes

.1 10

Munster

Public Sector

Development

Separated

Yes

Health

Manager

Public Sector

Finance Manager

Married

Yes

K 11

Munster

Health
L 12

Munster

Leisure

Centre Manager

Divorced

Yes

M 13

Connaught

Retail

Store Manager

Single

No

N 14

Munster

Manufacturing

Production/Quality

Married

No

electrical

Manager

Manu facturing

HR Manager

Single

No

() 15

Munster

computer
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Manager

Location

Industry Sector

Job Title

Marital

No.

Children

Status

F 16

Connaught

Telecoms

Project Manager

Married

No

Q 17

Munster

Public Sector

Manager

Single

No

Married

No

Library
R 18

Leinster

Finance

Customer

Service

Manager
S 19

Munster

Recruitment

Commercial Manager

Single

No

T20

Munster

Call Centre

Account Manager

Married

Yes

U 21

Munster

Voluntary Sector

Regional Manager

Married

Yes

V 22

Munster

Manufacturing

Project Manager

Married

Yes

HR Manager

Married

No

Hleetronic
W 23

Leinster

Public Sector
Voluntary

X 24

Leinster

Hospitality

Six Sigma Manager

Single

No

Y 25

Munster

Manufacturing

Supply Chain

Married

Yes

Hlectronics

Manager

/ 26

Munster

Financial services

General manager

Married

Yes

1 27

Munster

Public Sector

Manager

Married

No

Fnvironment
2 28

Connaught

Software

Finance Manager

Separated

Yes

3 29

Leinster

Finance

Manager

Single

No

4 30

Connaught

Public Sector

Senior Post

Married

Yes

Fducation

The thirty managers who participated in this study were representative of a broad
spectrum of industries including: software, pharmaceutical/chemical manufacturing,
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financial services, hotel and hospitality, electronic component manufacturing, recruitment
consultancy, international retailing, telecommunications, leisure industry, computer
manufacturing, education, the Irish Civil Service and the not-for-profit sector. The
interviews took place between January and August 2006. Table 3.2 also highlights the
marital and familial status of the respondents. 16 were married, 11 single and 3 either
separated or divorced. Fourteen women had children and the remainder did not.

3.9 Gaining Access
Martin has argued that ‘the venerable university name is as much a factor in gaining
access as anything else’ (1985: 15). For the purpose of this study, a direct approach to
gaining access was adopted. This approach took the form of an introductory letter/email,
to provide institutional legitimisation.

A few days later the author made follow-up

telephone calls/emails to the companies to establish if there were managers who fitted the
criteria for inclusion in the study and if they would be willing to be interviewed. The
interview dates and times were then confirmed by email and, finally, the day before each
interview was due to take place the author telephoned interviewees to ensure that their
schedules had not changed and that interview would go ahead at the time agreed. The
author made extensive efforts to gain access to the respondents for this study, as many of
the interviews had to be re-scheduled once arranged, due to the interviewees being called
away to meetings at short notice.

According to Hart (1991), it is unwise to arrange appointments shortly before lunch or at
the end of the day unless the interview can be completed with certainty. Hart’s research
experience suggests that respondents’ impatience can be problematic, and such
arrangements are risky if the respondent is late for the interview (Hart, 1991). She also
suggests that, generally, arriving ‘just on time’ is unsatisfactory where the interviewee’s
time is restricted. In many instances, the interviewee is not called until the interviewer
has arrived, at which point the secretary or receptionist has to locate the respondent, who
might often be in a meeting or making an important telephone call.

Ten or fifteen

minutes can often elapse before the respondent is free, which could cause problems when
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he or she has stipulated an hour for the interview. Arriving about a quarter of an hour
early compensates for this and allows extra time for gleaning valuable information at the
reception (Hart, 1991). This approach was adopted by the author.

Hart also suggests that the location of the interview is not without importance and
suggests that most interviewees will suggest a quiet office as an interview venue (Hart,
1991). Berg (2001) also suggests that the location of the interview is somewhere the
interviewee feels comfortable. Following this advice the choice of location was decided
on by the interviewee. The result was that twenty-three of the interviews were held in
participants’ offices, five were held in hotels in city centres adjacent to participants’ work
places, and two were held in participant’s homes. The interviews took place in counties
Dublin, Wicklow, Cork, Westmeath, Galway, Sligo, Tipperary, Kerry, Kildare and
Waterford; requiring the author to travel long distances in order to conduct the majority
of interviews. All interviews ranged in length from one hour to one hour and fifty five
minutes.

3.10 Interview Procedure
According to McCracken (1988), the opening of the interview is particularly important,
because in the opening few minutes of the interview it must be demonstrated that the
interviewer is a benign, accepting, curious (but not inquisitive) individual who is
prepared and eager to listen with interest. In a research setting, it is up to the interviewer
to create, in a short time, a contact that allows the interaction to get beyond merely a
polite conversation or exchange of ideas.

As Berg (2001:99) states ‘never start an

interview cold’. The interviewer must establish an atmosphere in which the subject feels
safe enough to talk freely about his or her experiences and feelings (Berg, 2001; Kvale,
1996).

A way to create this atmosphere is to make the opening questions simple,

informational ones. A few minutes of idle chatter at this stage is welcome, as it gives the
respondent a chance to have a grasp of the interviewer before they allow themselves to
talk freely, exposing their experiences and feelings to a stranger (Kvale, 1996). For this
study, a few minutes of idle chatter before the opening stage of each interview were
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engaged in, to give the respondent a chance to feel comfortable with the interviewer. This
is an important time to reassure the respondent because it is in these opening stages that
he or she sets his or her defences (McCracken, 1988).

Once the preliminaries are completed, the interviewer must deploy the grand-tour
questions, and the ‘floating’ and ‘planned’ prompts (McCracken, 1988: 38). He or she
must take care to see that data are collected for all of the categories and relationships that
have been identified as important. In addition to these categories and relationships, the
respondent must also be prepared to identify and cultivate data on categories and
relationships that have not been anticipated. McCracken also notes that the interviewer
encounters salient data in the midst of a very crowded and complicated speech event.
There is virtually no opportunity for unhurried identification or reflection. What the
investigator does not capture in the moment will be lost forever. This is a challenging
occasion because mistakes are both easy to make and impossible to rectify (McCracken,
1988). What is required of the investigator within this structure is to listen with great
care. The interviewer must listen for many things, including impression management,
topic

avoidance,

deliberate

distortion,

minor

misunderstanding,

and

outright

incomprehension, taking, in each case, the necessary remedy to deal with the problem
(Gaskell, 2000; Briggs, 1986).

3.11 The Degree of Structure
Jones (1985) highlights a number of issues that researchers will need to consider in order
for interviews to be successful. The first is the problem which all researchers must
resolve — how much structure to put in the interview. She makes the point (Jones, 1985:
47) that:
There is no such thing as presuppositionless research. In preparing for
interviews researchers will have, and should have, some broad questions
in mind, and the more interviews they do and the more patterns they see
in the data, the more likely they are to use this grounded understanding
to want to explore in certain directions rather than others.
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As mentioned above, the degree of structure for this study was achieved by adherence to
the interview guide. Although there were some deviations from the sequence in order to
follow interesting lines of inquiry and to facilitate an unbroken discussion, the author
attempted to cover all the issues mentioned in the interview guide. This required that the
author needed to be perceptive and sensitive to events, so that lines of inquiry could be
changed and adapted during the interview. Finally, on the subject of structure, Jones
(1985) advises that the researcher should be warned against assuming that a non-directive
interview, where the interviewee talks freely without interruption or intervention, is the
way to achieve a clear picture of the interviewee’s perspective. This is more likely to
produce no clear picture in the mind of the interviewee of what questions or issues the
interviewer is interested in, and in the mind of the interviewer of what questions the
interviewee is answering. Too many assumptions of this kind lead to poor data which are
difficult to interpret. Researchers are therefore likely to be more successful if they are
clear at the outset about the exact areas of their interest (Bryman and Bell, 2003).

3.12 Tape Recording Interviews
According to Patton (1990), a tape recorder is part of the indispensable equipment of
evaluators using qualitative methods. Tape recorders do not tune out of conversations,
change what has been said because of interpretation or record more slowly than what is
being said (Patton, 1990). In addition to increasing the accuracy of data collection, the
use of a tape recorder permits the interviewer to be more attentive to the interviewee.
The interviewer who is trying to concurrently write down everything that is said will have
a difficult time responding appropriately to interviewee needs and cues — and the pace of
the interview can become decidedly non-conversational, as the interactive nature of indepth interviewing is seriously affected by the attempt to take verbatim notes during the
interview (Bryman and Bell, 2003). The use of a tape recorder does not mean that the
interviewer can become less attentive to what is being said (Patton, 1990).

Similarly, Lofland (1971:89) outlines the benefits of tape recording the interview:
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One’s full attention must be focused on the interview. One must be
thinking about probing for further explication or clarification of what he
[or she] is now saying; formulating probes; linking up current talk with
what he has already said; thinking ahead to putting in a new question
that has now arisen and was not taken account of in the standing guide
(plus making a note at that moment so one will not forget the question);
and attending to the interviewee in a manner that communicates to him
[or her] that you are indeed iistening. All of this is hard enough simply
in itself. Add to that the problem of writing it down — even if one takes
shorthand in an expert fashion — and one can see that the process of
note-taking in the interview decreases one’s interviewing capacity.
Therefore, if conceivably possible, tape record; then one can interview.
Berg (2001) is also in favour of interviews being recorded on tape. He suggests that
interviewers who attempt to make their own record of the interview by taking notes may
create an unnecessary and dangerous distraction.

In McCracken’s view a verbatim

transcript of the interview testimony must, be created (1988: 41).

Bryman and Bell

(2003) also stress the importance of recording verbatim each word that is spoken through
the use of a tape-recorder.

All thirty interviews for this study were recorded on tape. This relieved the interviewer
from the burden of intensive writing at the time of the interview, in order to concentrate
on the interview process. The author agrees with Riley who notes that, by comparison
with note-taking, which involves a good deal of on-the-spot selection, and which
undermines the reliability of the data collected, tape-recording ensures complete
transcriptions for analysis (Riley, 1996).

3.13 The Interviewer-Respondent Relationship
According to McCracken (1988) the best manner in which to conduct an in-depth
interview is to strike a balance between formality and informality for each of the
participants in question. A certain formality in dress, demeanour, and speech is useful
because it helps the respondent cast the investigator in the role of a ‘scientist’, someone
who can end up asking very personal questions, not out of personal but professional
curiosity. This formality also helps to reassure the respondent that the investigator can be
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trusted to maintain the confidentiality that has been promised to the respondent.

A

certain, balanced informality is useful because it reassures the respondent that for all of
his or her professional training, the investigator is not a cold, distant creature
unacquainted with or indifferent to the complexities and difficulties of the respondent’s
lifeworld (Berg, 2001).

Naturally, the formality-informality balance will have to be

tuned up or down according to the particular demands of special contexts (McCracken,
1988).

In this study, the above guidelines were followed in order to strike a balance between
formality and informality. Respondents generally spoke formally at the beginning of the
interview, and whenever they outlined company policies and procedures.

As the

interview progressed respondents spoke more informally of their personal experiences,
ambitions and achievements. As Stebbins (1972) noted, the qualitative interview gives
the respondent the opportunity to engage in an unusual form of sociality. Suddenly, they
find themselves in the presence of the perfect conversational partner, someone who is
prepared to forsake his or her own turn in the conversation and listen eagerly to anything
the respondent has to say (Stebbins, 1972).

This characteristic of the qualitative

interview leads to other benefits, including the opportunity to make oneself the centre of
another’s attention and to state a case that is otherwise unheard (Ablon, 1977). Together,
these advantages suggest that there are, for most respondents, benefits to compensate for
the risks of the qualitative interview (Bryman and Bell, 2003).

3.14 Controlling the Interview
Time is precious in a research interview. Long-winded responses, irrelevant remarks and
getting side-tracked in the interview will reduce the amount of time available for focusing
on the particular issues being addressed. This means that the interviewer must maintain
control of the interview. Control is maintained by the interviewer by (i) knowing what it
is that he or she wants to find out, (ii) asking the right questions to get the information
needed, and (iii) giving appropriate verbal and non-verbal feedback (Patton, 1990: 130).
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Knowing what information is required means having the ability to recognise and
distinguish appropriate from inappropriate responses.

It is not enough just to ask the

right questions. The interviewer must listen carefully to make sure that the responses
received provide answers to the questions that are asked.

The first responsibility,

therefore, in maintaining control of the interview, is knowing what kind of data one is
looking for and directing the interview in order to collect that data (Berg, 2001). For this
study, control of the interview was maintained relatively easily as the author adhered to
the prepared interview guide which determined the data that was required.

Giving appropriate feedback to the interviewee is essential in pacing an interview and
maintaining control of the interview process. Head nodding, taking notes, non-verbal
body language and silence are all signals about how the interview is progressing (Berg,
2001). On the other hand, it is often necessary to stop an unfocused respondent who
strays off the track. The first step in stopping the long-winded respondent is to cease
giving the usual cues mentioned above that encourage talking — by ceasing head
nodding, or by interjecting a new question as soon as the respondent pauses for breath
(Patton, 1990: 132). On a few occasions in this study, the author had to provide the cues
mentioned above to stop the over-talkative interviewee and to ensure that all the topics on
the interview guide were covered.

All thirty participants in the study were very

forthcoming with data and were also very enthusiastic about taking part in the research.

3.15 Interviewer Bias
According to Jones (1985), an interview is a complicated, shifting, social process
occurring between two individual human beings, which can never be exactly replicated.
We cannot get at some ‘objective truth’ that would exist if only the effects of
interpersonal interaction could be removed (1985: 48).

Yet the matter is not

straightforward. Are we not concerned in some ways with avoiding the bias of imposing
our own definitions to the extent that we do not see those of our respondents?

The

answer has to do with the way in which we understand and use the concept of bias — not
as something to be avoided at all costs — but as something to be used, creatively.
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contingently and self-consciously. We use our ‘bias’ as human beings in creative and
contingent ways in order to develop particular relationships with particular people, and in
order that they can tell us about their worlds and we can hear them. In doing this we use
ourselves as research instruments to try and empathise with other human beings. No
other research instrument can do this (Jones, 1985).

Jones (1985) suggests that if we, as researchers, want to obtain good data, it would be
better that the persons we are interviewing, trust us enough to believe that we will not use
the data against them. She also suggests that we must ensure the interviewees that we
will not regard their opinions as foolish. Jones further suggests that researchers must be
aware that interviewees do not produce a well-rehearsed script that tells very little about
what actually concerns and moves them; or that they do not see an opportunity to
manipulate us to suit certain personal ends of which we are unaware. Thus, the stress in
much that is said about interviewing is on the need to assure respondents of
confidentiality, on using and developing the social skills (verbal and non-verbal) which
we have all used at some time or other to convince others that we want to hear what they
have to say, take it seriously, and are indeed hearing them (Jones, 1985). The author
explained the non-traceability of quotes to individuals in the presentation of the data
gathered, through the allocation of letters of the alphabet and numbers to each
respondent’s interview. Each interviewee was also assured of confidentiality of the data.

As noted earlier, for the purposes of the current study the author adhered to the interview
guide derived from a review of the literature. The author believes that this guide helped
to reduce interview bias. The author also believes that it is possible to develop a style
which combines an informal conversational approach with the formal interview guide,
which together, helps keep possible interview bias to a minimum.

3.16 After the Interview
The period after the interview is critical to the rigour and validity of qualitative methods.
This is a time for guaranteeing the quality of the data. The first thing to be done after a
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tape-recorded interview is to check the tape to make sure it was recorded properly
(Bryman and Bell, 2003). For this study, the author followed this advice and checked
each tape before leaving the interview to ensure that the data was recorded properly. This
period after the interview is a critical time of reflection and elaboration: ‘it is a time of
quality control to guarantee that the data obtained will be useful, reliable and valid’
(Patton, 1990: 140).

Since the raw data of interviews are quotations, the most desirable kind of data to obtain
would be a full transcription of interviews. Although transcribing is time consuming,
transcripts can be enormously useful in data analysis, or later, in replications or
independent analyses of the data (Bryman and Bell, 2003). In this study, all interviews
were transcribed verbatim immediately or shortly after each interview. Each interview
transcript typically ran to on average fifteen typed pages, totalling four hundred and fifty
pages in all.

3.17 Organising Qualitative Data for Analysis
The analysis of qualitative data is a creative process; there are no formulas, as might be
the case in statistically driven research (Bryman and Bell, 2003).

It is a process

demanding intellectual rigour and a great deal of hard, thoughtful work (Patton, 1990:
146).

Many researchers after collecting qualitative data spend a great deal of time

turning it into numbers or otherwise attempting to quantify it.

They recognise that

numbers have a seductive air and, sometimes, thinking politically of the acceptability of
their findings, they gear their data to quantitative statements. Others argue that doing this
spoils the richness of the data, often so painstakingly collected, and fails to give the
holistic view so important in qualitative research (Easterby-Smith et al., 1991: 105).

According to Piore (1979), the analysis of qualitative data is perhaps the most demanding
and least examined aspect of the qualitative research process. The exact manner in which
the investigator will travel the path, from data to observations, conclusions, and scholarly
assertion, cannot and should not be fully specified. The broad aim of analysis is to look
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for meanings and understandings aceording to Gaskell (2000). The investigator comes to
this undertaking with a sense of what the literature says ought to be there, a sense of how
the topic at issue is constituted in his or her own experience, and ‘a glancing sense of
what took place in the interview itself (Piore, 1979; 595). The investigator must be
prepared to use all of this material as a guide to what exists there, but he or she must also
be prepared to ignore all of this material to see what none of it anticipates. If the full
powers of discovery inherent in the qualitative interview are to be fully exploited, the
investigator must be prepared to glimpse and systematically reconstruct a view of the
world that bears no relation to his or her own view or the one evident in the literature
(McCracken, 1988).

According to Bryman and Bell (2003) there are two basic methods of analysing
qualitative data. The first method is known as content analysis, whereby the researcher
‘goes by numbers’ and ‘frequency’. The second method is known as ‘grounded theory’,
whereby the researcher goes by feel and intuition, aiming to produce common or
contradictory themes and patterns from the data which can be used as a basis for
interpretation. In this second approach, researchers need to stay close to the data and any
observations made have to be placed carefully in context. Classically, the data used in
this type of research is coded as it is collected, allowing the researcher’s interpretation of
the data to shape his or her emergent codes (Charmaz, 2000). Grounded theory was
believed to be most appropriate for this study in light of the considerations set out in
Chapter One and is described in the following section.

3.18 Grounded Theory
Glaser and Strauss (1967) perceived an undue emphasis by researchers on verification of
theory and not enough on discovery. They developed the grounded theory' approach in
which researchers would seek to generate theory on the basis of observations made in the
course of conducting research (1967: viii). As Strauss and Corbin (1990:23) highlight;
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A grounded theory is one that is inductively derived from the study of
the phenomenon it represents. That is, it is discovered, developed, and
provisionally verified through sytematic data collection and analysis of
data pertaining to that phenomenon.
The grounded theory approach methodology begins with qualitative data (e.g., a
transcript) and then engages in a ‘process of sifting and categorising in an attempt to
develop hypotheses grounded on the data’ (Beard and Easingwood, 1989: 3). As
Saunders et al (2000) note, theory is tentatively formed from the data collected and is
tested through the collection and further analyses of additional data.

Easterby-Smith et

al. consider the grounded theory approach particularly good for dealing with transcripts.
This approach recognises that the large amounts of non-standard data produced by
qualitative studies make data analysis problematic (Easterby-Smith et al., 1991: 108). As
Haig (1995:25) argues, the general goal of this theory is to construct theories in order to
understand phenomena. Jones (1985: 75) comments that grounded theory works because:

Rather than forcing data within logico-deductively derived assumptions
and categories, research should be used to generate grounded theory,
which “fits” and “works” because it is derived from the concepts and
categories used by social actors themselves to interpret and organise
their worlds.
Glaser and Strauss argue that grounded theory should be developed in such a way as to
‘facilitate its application in daily situations by sociologists and laymen’ (1967: 327).
First, it should:

Closely fit the substantive area in which it would be used. Second, it
must be readily understandable by laymen concerned with this area.
Third, it must be sufficiently general to be applicable to the multitude of
diverse daily situations within the substantive area, not to just a specific
type of situation. Fourth, it must allow the user partial control over the
structure and process of daily situations as they change through time.
Haig (1995) asserts that grounded theory has been successfully employed by people in a
variety of disciplines, and posits that Glaser and Strauss encouraged researchers to use
the procedures for their own disciplinary purposes. A model of data analysis, developed
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by Easterby-Smith et al. based on the grounded theory method, was chosen for the
analysis of data in this study. There are seven main stages to analysis of the data used in
this study. According to this model these stages are:

1 Familiarisation: The first step of analysis meant re-reading the interview transcripts.
This enabled some first thoughts to emerge and notice what was of interest. This stage
however was essentially exploratory, where questions began to be framed (EasterbySmith et al., 1991: 108).

2 Reflection: This stage meant a process of evaluation and critique as the data was
evaluated in the light of the literature review in Chapter Two. The type of questions that
the author asked herself at this stage were: Does the data support existing knowledge?;
Does it challenge it?; Does it answer previously unanswered questions?; Is it different?;
What is different?

This stage is distinctive because of the volume and range of

hypotheses, explanations or solutions which are still very much at the instinctive ‘gut
feelings’ stage. These still need thinking about and might be substantiated, but haven’t
yet been rigorously tested (Easterby-Smith et al., 1991: 109).

3 Conceptualisation: According to Easterby-Smith et al. (1991), at this stage there is
usually a set of concepts or variables which seem to be important for understanding what
is going on. However, the researcher will not yet be sure just how reliable or valid these
concepts are: do they really relate in a consistent way to show how the individual views
an issue, or has there been misinterpretation of what has been said? At this stage the
researcher may well come across more concepts which were previously missed, and these
can be added to the list. In this current study, this meant that the author needed to go
back to the data and search for concepts and methodically highlight them where they
appeared. Different coloured pens were used to highlight the different concepts.

4 Cataloguing concepts: Easterby-Smith et al. (1991) suggest that once it is established
that the concepts identified do seem to occur in people’s explanations, then they can be

39

transferred onto cards as a quick reference guide. In this study, this meant that the author
established concepts from the interviewees and coded and catalogued them accordingly.

5 Recoding: At this stage all the references to particular concepts are known, therefore, it
is possible to go back quickly and easily to those places in the data to see what was
actually said. This meant that the author went back to the data and compared what was
actually said in order to redefine and recode the concepts.

This is called laddering.

Laddering took place both up and down the databank, this meant enlarging or collapsing
the codes selected (Easterby-Smith et al., 1991: 110).

6 Linking: According to Easterby-Smith et al. (1991) the analytical framework and
explanations should have become clear, with patterns emerging and concepts spotted that
could fit together. There should be a clearer hypothesis based on the evidence which has
been gathered and organised. In this study, this meant linking all the variables which
were identified as important into a more holistic theory.

This involved linking the

empirical data with more general models in the literature review, and took the form of
going backwards and forwards between the literature and the evidence collected in
practice.

7 Re-evaluation: At this stage, Easterby-Smith et al. (1991) note that in the light of the
comments of others, the researcher may feel that more work is needed in some areas. Eor
example, the analysis may have omitted to take account of some factors or have over
emphasised others.

This meant that the author re-evaluated the already highlighted

concepts to ensure that relevant data had not been overlooked or omitted.

Glaser and Strauss (1967) therefore, argue, that theory about the social world which ‘fits
and works’ is that which is generated inductively from the data. Categories emerge out
of the examination of the data by researchers who study it without firm preconceptions
dictating relevances in concepts and hypotheses before-hand (Glaser and Strauss, 1967:
45). Similarly, Patton (1990:158) suggests that:
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The cardinal principle of qualitative analysis is that causal and
theoretical statements be clearly emergent from and grounded in field
observations. The theory emerges from the data; it is not imposed on
the data.
This process of data collection is controlled by the emerging theory, whether substantive
or formal. The initial decisions are not based on a preconceived theoretical framework
(Glaser and Strauss, 1967: 45). Corbin and Strauss (1990: 6) stress that the procedures
and canons of grounded theory must be taken seriously ‘otherwise researchers end up
claiming to have used a grounded approach when they have used only some of its
procedures or have used them incorrectly’. Bryman and Bell (2003) notes an additional
problem of using a grounded theory approach is the .seemingly contradictory position
taken by both Gla.ser and Strauss with regard to the rules and procedures they outline in
their various publications. They posit that Gla.ser (1992) believed that the approach to
grounded theory that Strauss (1987) and Strauss and Corbin (1990) were promoting was
too prescriptive. As a result of this there is some disagreement about what grounded
theory is and what it entails (Charmaz, 200(); Haig, 1995)

It is important to note that while this study used techniques associated with a grounded
theory approach, it cannot be classified as a purely grounded theory inquiry. Grounded
theory techniques, which assisted the research process, were open coding (breaking
down, examining, comparing, conceptualizing and categorizing the data) axial coding
(linking coding to contexts, to consequences, patterns of interaction and causes), selective
coding (selecting the core category, relating it to other categories, validating the
relationships and filling in categories hat need further refinement and development)
theoretical saturation (where the same results are found during data collection), constant
comparison (where information from data collection is compared to emerging
categories). Other rules and techniques of grounded theory which were not utilised.
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include memoing

and conditional matrices^ (Glaser and Strauss, 1967, Strauss and

Corbin, 1990, Creswell, 1998).

3.19 Coding Data for Analysis
Glaser and Strauss (1967) emphasise that another way to convey credibility of the
grounded theory approach is to use a codified procedure for analysing data, (as outlined
above), which allows readers to understand how the analyst obtained his or her theory
from the data. When no codified procedure is used in qualitative analyses, the transition
from data to theory is difficult, if not impossible to grasp. Without this linking process in
mind, the reader is likely to feel that the theory is somewhat impressionistic, even if the
analyst strongly asserts he or she has based it on hard study of data gathered during
months or years of field or library research (Glaser and Strauss, 1967).

Coffey and Atkinson (1996), caution that coding should not be seen as a substitute for
analysis.

The term coding encompasses a variety of approaches to and ways of

organising qualitative data (1996: 27). According to Byman and Bell (2003) coding is
the key process in grounded theory. Coding can be thought about as a way of relating our
data to our ideas about those data. Because codes are thus links between locations in the
data and set of concepts or ideas, they are in that sense heuristic devices. Coding reflects
our analytic ideas, but one should not confuse coding itself with ‘the analytic work of
developing conceptual schemes’ (Coffey and Atkinson, 1996: 27). Similarly, Miles and
Huberman (1994) suggest that coding constitutes the ‘stuff of analysis’ allowing one to
‘differentiate and combine the data you have retrieved and the reflections you make about
this information’ (1994: 56).

They argue that coding is a process that enables the

researcher to identify meaningful data and set the stage for interpreting and drawing
conclusions. They (Miles and Huberman, 1994: 56) describe codes as:

' Menioing is the researcher's practice of writing notes on possible theoretical propositions or relationships between categories t’ornied
I'rotn the data. ~ Conditional nialrices are captures the higher level of ahstraction necessary to bridge to the final phase of grounded
theory analysis, selective coding and interpretation and ultimately to the theory generation.
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Tags or labels for assigning units of meaning to the descriptive or
inferential information compiled during a study. Codes usually are
attached to “chunks” of varying size — words, phrases, sentences or
whole paragraphs, connected or unconnected to a specific setting. They
can take the form of a straightforward category label or a more complex
one (e.g. metaphor).
They go on to suggest that codes can be used to retrieve and organise data by devising a
system for categorising the various chunks, so the researcher can quickly find, pull out
and cluster the segments relating to a particular research question, hypothesis, construct
or theme (Miles and Huberman, 1994: 57).

In summary, the main goal of coding is to facilitate the retrieval of data segments
categorised under the same codes. Coding in the current study was essentially indexing
the interview transcripts, reducing the data to equivalent classes and categories, and in
some ca.ses expanding and teasing out the data in order to formulate new questions and
levels of interpretation. Segmenting and coding the data enabled the author to think
about the data, to break the data apart in analytically relevant ways in order to lead
toward further questions about the data. This coding procedure assisted the author to
think creatively with the data and generated theories and frameworks.

An example of the coding process used in this study is seen in the issue of ‘work-family
conflict’. This theme which emerged from the data serves to illustrate the coding process
for all of the interview data collected and its categorisation.

The research theme

regarding work-family conflict was intended to examine whether balancing career and
family responsibilities inhibit female managers from progressing to senior management
level in organisations. Clearly, coding the data according to work-family conflict was
essentially a data reduction task. Segmenting and coding the data according to workfamily conflict allowed the author to characterise what each stretch of the interview was
about in terms of general thematic content. Such wide, generic categories facilitated the
retrieval of different segments of data that dealt with work-family conflict. The nature of
qualitative interview data meant that data relating to one particular topic were not found
neatly bundled together at exactly the same spot in each interview, therefore, sifting
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through vast amounts of data to find preliminary codes was a slow process. These codes,
however, were a useful introduction for more detailed analysis later.

Initially, using work-family conflict as codes or categories, allowed a number of sub
categories to be generated and utilised in segmenting the data. Some of the more detailed
codes came from the respondents’ own words, for example, codes like ‘work-life
balance’, ‘support’, and ‘flexibility’. These more detailed sub-categories overlapped with
one another and the same sub-category was applied several times in a single interview,
and the same segment had more than one code attached to it. According to Coffey and
Atkinson (1996), these overlapping sub-categories are characteristic of code maps of
qualitative data. They note that in conversational talk, when we segment the data by
attaching codes, topics run into one another and there may be multiple issues to concern
ourselves, with simultaneously (Coffey and Atkinson, 1996: 37). When the author had
decided vx'hich aspects of the data to tag with codes, the next decision to be made was
what level of generality or detail to use. Weaver and Atkinson (1994) suggest including
codes of different degrees of generality, so that the data retrieval could be undertaken at
different levels. The author followed this suggestion and used codes of varying degrees of
generality to provide links between particular segments of data and the categories that
were used in order to conceptualise those segments.

Strauss ( 1987) suggests that the process of coding is about asking oneself questions
regarding the data, and those questions help to develop lines of speculation and
hypothes is formation. He suggests that in the course of coding, a researcher takes a topic
or according to Strauss a ‘phenomenon’ and attempts to identify its dimensions, its
consequences, and its relationships with other phenomena (Strauss, 1987). In the current
example of work-family conflict, the author asked herself such questions as ‘do the views
of senior management on a manager’s family responsibilities impact on promotion
opportunities?’, ‘what type of support does she have at home to help her balance the dual
demands?’, ‘is she part of a dual-career couple’. It can be seen, therefore, that the code
work-family conflict was linked to other phenomena, as indeed were all of the other
codes which emerged from the interview transcripts. This process used for linking the
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data after cataloguing, coding, and recoding the interview transcripts in this study was
part of the seven stages of the grounded theory method outlined above.

3.20 Analysis of Data
As indicated earlier the questions developed in the literature review chapter were used to
design the interview guide. This guide provides the basis for the discussion of the topics
in Chapter Four. Direct quotations from the interviews are presented, following Patton’s
observation (1987) that direct quotations are a basic source of raw data in qualitative
evaluation. Patton also noted that direct quotations can help to reveal the respondents’
levels of emotion, the way in which they have organised their worlds, their thoughts
about what is happening, their experiences, and their basic perceptions (1987).

According to Miles, the analysis of qualitative data is perhaps the most demanding and
least examined aspect of the qualitative research process (1979). The author agrees with
McCracken (1988) that the exact manner in which the investigator will travel the path
from data to observations, conclusions, and scholarly assertion cannot be fully specified
(McCracken, 1988). As outlined above, the analysis of data for this particular research
study was based in grounded theory, and on the model of data analysis developed by
Easterby-Smith et al. (1991). This approach recognises that the large amounts of non
standard data produced by qualitative studies make data analysis problematic (EasterbySmith et al., 1991; 108). The challenge is to make sense of massive amounts of data,
reduce the volume of information, identify significant patterns, and construct a
framework for communicating the essence of what the data reveal (Patton, 1990). The
problem is that there are ‘few agreed-on canons for qualitative data analysis, in the sense
of shared ground rules for drawing conclusions and verifying their sturdiness' (Miles and
Huberman, 1994: 16). As the existing literature contributed to the initial design of this
study, the author found it appropriate to revisit the relevant literatures to help focus the
analysis of data and to examine what was learned from the data collected, in order to
make a contribution to (i) women in management, and (ii) career development literatures.
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The next step was eross-case analysis which meant grouping together answers from
different people to common questions and analysing different perspectives on central
issues. As an interview guide approach was used, answers from different people were
grouped by topics from the guide. The interview guide, therefore, provided a descriptive
analytical framework for analysis. The author agrees with Patton (1990) who suggests
that there is not typically a precise point at which data collection ends and analysis
begins. In the course of gathering data, ideas about possible analysis occur; those ideas
constitute the beginning of analysis and they are part of the record of field notes (Patton,
1990: 378). When data collection had formally ended, analysis of the data began by
organising analytic insights and interpretations that emerged during data collection. This
provided the beginning of organising the data into topics. Patton (1990) noted that this
process of labelling the various kinds of data and establishing a data index was a first step
in content analysis, while the content of the data was being classified.

Patton further

suggested that ‘a classification system is critical; without classification there is chaos.
Simplifying the complexity of reality into some manageable classification scheme is the
first step of analysis’ (Patton, 1990: 382). In this study, various categories emerged from
the classification scheme which enabled the data to be coded. As Dick (2000) notes a
category is a theme or variable which makes sense of what your informant has said.
These codes were then used to retrieve and organise the data and enable the author to
locate segments relating to a particular research question. The cataloguing and coding
procedures detailed in Section 3.19 were particularly useful for obtaining theory from the
data. From the data analysis in this study, eight main themes emerged and the findings
relating to these themes are presented and analysed in detail in Chapters Four and Five.

3.21 Summary
This in-depth review of the methodology used in this study highlights that the author
made extensive efforts to produce data that is detailed, reliable, informed and nuanced.
The use of interviews was particularly advantageous in the context of this research study,
despite the associated difficulties. Interviews were used because they provide depth
information, non-verbal information, the opportunity to probe, greater sensitivity to
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misunderstandings, and, more spontaneity in the answers given; all required, given the
complexity of the research question addressed in this study. As a research technique,
however, interviewing consumes large amounts of gross and net time, arranging,
travelling to and from each interview, actual interview time, transcribing, analysing,
coding, and collating overall findings (Miller, 1991). In this study, the author believes
that the particular strengths of interviewing, however, far out-weigh any weaknesses,
especially in the use of immediate follow-up questions, and the yield of rich sources of
data on people’s experiences, opinions, aspirations and feelings as revealed in Chapter
Four.
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Chapter 4: Findings

The greatest obstacle to discovery is not ignorance - it is the illusion of
knowledge (Daniel J. Boorstein, 1914 -).

4.1

Introduction

The main findings from the interviews are presented thematically in this chapter. As
described in Chapter Three, the thirty interviewees are all employed in middle
management positions and have at least two years experience of this role in their
organisations. Direct quotations from the managers are presented in this chapter. In order
to respect the identity of the interviewees, each quotation is identified by the broad
management role and industry sector in which the manager is employed. A full transcript
of each interview is available from the author.

A number of objectives were identified at the beginning of this research in order to
advance our understanding of the dearth of women holding senior management positions
in Irish organisations. This study aims to address these objectives and the data presented
here seeTs to answer the questions posed in Chapter One. This chapter begins by
examining the career aspirations and career strategies of the women in this study. It
moves on to explore the challenges faced by female managers at middle management
level as a result of the attitudes of the senior management team in their organisations,
most particularly sex-role stereotypes and organisational culture. The final section of this
chapter examines the barriers for female managers that emanate from structural and
institutional factors in organisations, selection and promotion policies, work-family
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conflict, networking, mentoring and the effect of role models on a female manager’s
career.

4.2

Career Choices of Irish Female Middie-Level Managers

The first objective of this study was to explore Irish female managers’ career aspirations
and choices. Two questions posed in Chapter One are addressed in this section. The
section begins by examining the career aspirations and choices of women in middle-level
management positions. The issue of how they plan to achieve their aspirations and their
choices is the focus of the second section.

4.2.1 Career Aspirations and Choices

This section is the first of the dominant themes to emerge from an analysis of the data
and presents quotations from the interviews to help answer the first of the questions
posed in Chapter One:

o Are female middle-level managers interested in progressing to the senior
management team?

The responses to this question were divided into those who were interested and actively
pursuing this career goal, and those who were not. Almost half (thirteen) of the
respondents expressed the desire to move to the senior management team, in the short to
medium term. Of these 13 women, it is important to note that 11 had no children, and of
the two managers with children, both were over 40 and had children over 12 years of age.
These women stated that they were confident in their ability to reach this management
level, as represented in the following quotations:

/ am looking to go to director level next. I’m not at director level at this

stage, hut my goal would he to get to director level. That was part of the
reason I chose to move to this company. That’s what attracted me to the
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company in the first place. / had worked for multinationals before,
where it was obvious that at the end of the day the decision making and
director level positions were never going to he attainable. / didn 7 want
to he in a situation where I was working 12 hours a day for a company
and / couldn’t reach my end goal anyway. I’m lucky in that the business
I am in is very results orientated. So if you are making the money for
people, they have to acknowledge it. It’s a performance driven
organisation and that has always really suited me. I am performing so
they don 7 want to lose me and the income I generate (Commercial
Manager, Recruitment, Munster).

/ had a recent discussion with my boss ’ boss - we have what we call a
skip level meeting that is all about where do you see yourself next - and
I was explaining to him that ultimately my level of ambition would be
certainly to aim for the senior management team. My own view is that I
am actually cjiiite confident in my own ability. I certainly would coach a
lot of my female colleagues. I don’t suffer from the ‘I’m not good
enough syndrome’. If one of the senior management roles came up now,
say my own boss left, I would go for the job (Marketing Data Solutions
Manager, Banking, Leinster).

/ see no reason why I can’t get to the senior management level. I’m
good at my job and everyone knows that. The company is growing so
fast across the globe that there are positions coming up all the time, so
that means positions in Ireland are coming up quite frequently (Store
Manager, Retail, Connaught).

I would be reasonably successful now but I don’t think I’m at my fullest
potential in the company. I think I have a lot more to give. Right now I
would be thinking that in two years time I would be looking for that
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director role where I would have a bigger team and larger
responsibilities. And I'm willing to travel to do that (HR Manager,

Manufacturing Hardware, Munster).

Just in the past few months I've made up my mind that I want to work
next in the global operation. I was in a stage for a couple of years where
I was a hit tired of doing the same thing - I .started to wonder what I
would do - would I do a bit more at the site here or do .something else?
I spent a bit of time thinking about it and I decided that this is what I
really want (Project Manager, Manufacturing Electronic, Munster).

In the future, within the next four years, I would like to be on the senior
management team. My year end review will be early next year and / will
sit down and have a chat with the general manager about where my
career is going and what I will do next (Six Sigma Manager,

Hospitality, Leinster).

It is important to note however, that of these thirteen women, almost 50% (six)
highlighted although they aspired to senior management positions, they believed that
once they had children, the combination of the two would create a difficult situation for
them. They were already considering the impact that having children would have on their
career, but expressed the hope that it was one they would be able to manage:

I can't remember one case where having a child has not had an impact
on a career. Women come back after having a baby and their ambition
has been slashed by about 50 or 60 percent. That has happened to even
the most ambitious people I have known. .So if it happens to them it will
probably happen to me (Customer Service Manager, Finance, Leinster).
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/ haven't worked this hard to just walk away and leave my career
behind me, hut there would have to he a period of time when I have kids
where my career would not he the he-all and end-all of everything
(Manager, Business Advisory Service, Leinster).

/ think you would have to he more focused....to he very' organised (Six
Sigma Manager, Hospitality, Leinster).

Women have to factor in whether their job will suit their family
arrangements. They have a lot more decisions to make than men
(Commercial Manager, Recruitment, Munster).

The problem is that decisions have to he made once you have children.
Does your career come first or does the family come first (Development
Manager, Public Sector, Health, Munster).

Over hair of the interviewees (seventeen) however, were not actively pursuing promotion
to the senior management team. The respondents highlighted that while they had
previously considered attaining this career goal, they no longer wished to work towards
attaining these positions. These managers were happy to stay at the level they were at in
their current organisation and had no plans to move to the senior management level, as
represented in the following quotation:

It’s on my mind where / want to go next, hut Tm not sure that I want to
progress upwards. I don 7 know if I want to he CEO. So I don 7 know
where / want to go next (HR Manager, Public Sector, Voluntary
Organisation, Leinster).

The issue of childrearing responsibilities were raised by ten of these seventeen
respondents, when asked why they did not want to attain a position on the senior
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I management team. In examining the reasons given by these ten women in greater detail,
two of the interviewees were about to go on maternity leave and were uncertain if they
were even going to go back to their current role, as evidenced in the following:

/ suppose the only role really would he the director's position, which
isn 7 something that 1 would he really interested in to he honest. I am
going on maternity leave in two weeks time. I'm at a hit of a crux. I'm
not .sure whether to continue in employment at the moment, or mayhe
take a hit of a break from it for a few years (Account Manager, Call
Centre, Munster).

Four of this group of ten respondents identified work-life balance policies as the key
obstacle for them. These interviewees were currently availing of work-life balance
policies offered by their organisations (two part-time, two on parental leave), something
they were not prepared to give up. These women believed that continuing to avail of
these organisational policies was not an option at senior management level in their
organisations:

/ was told there is nohody working at that level who takes parental leave
(Manager, Public Sector, Environment, Munster).

/ like where / am at the moment because I have the best of both worlds. I
don 7 think you could do the role in my current four day a week work
arrangement. Perception wise it would he a huge issue. You are talking
about a very senior position and it's all about perception. You could do
the job part time, but you couldn't be seen to do it (Finance Manager,
Public Sector, Munster).

When / was offered the job it was stipulated that I would have to be at
work five days a week and that I could not continue my current working
arrangements (Assistant Principal, Education, Leinster).
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For the final four managers in this group, the effort of juggling work and family life was
seen to be absorbing too much of their effort. They had decided, therefore, that until their
children were older they would not think about moving upwards from their current
position. This theme emerged again later in the interviews and will be examined in detail
in Section 4.4.2.

Of the remaining seven respondents who, having reached middle-management level, did
not desire a senior management position, three women were unsure as to their next career
move. A lack of experience and lack of confidence in their abilities were the key issues
raised:

For the moment, Fcl have to stay here, definitely for a couple of years
and get experience in it and have a proven track record of delivering
projects on time, with cjiiality, in budget. So / need a proven track
record, and not only that. I'd need the experience. I don't have the
experience to take on the next level at the moment. If I took it on now it
would he a case of sinking rather than swimming. So building up
experience is essential before I can progress. I think that my current
role would be my experience, and then I will decide from there if that's
something that I am going to pursue. I will work in this role for a while
then I will decide if I will stay where I am or if there is something I still
want to do. So, I haven't identified yet if I want to go to senior level.
What I have identified is that I am quite happy in the role and it gives
me the experience to determine whether I want to progress to the next
level or not (Project Manager, Manufacturing, Telecoms, Connaught).

I wouldn't have even thought that there would be a possibility of moving
to the next level. I feel as if I just don’t have enough experience and the
next level would involve way more strategic thinking and I’m not a
planner. My abilities are not really strategic (Account Manager, Call
Centre, Munster).
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/ Just woiildn 7 have enough HR experience, because I moved very
quickly, so my technical knowledge isn’t good enough. If I had to advise
a generalist on an unfair dismissal issue, / could take it to a certain
stage, hut at the next level, I would find it very difficult because I Just
wouldn't have that technical knowledge. / don’t think / have enough
experience or knowledge yet (Learning and Development Manager,
Pharmaceutical, Munster).

/ think / possibly need to move sideways first. Within the hand that / am
in, there are different levels. / think there are probably 5 hands, and I’m
probably in the middle. So probably my next move if I was planning it,
which I am in a years time - I’m in my current role about IS months so I need to move to a more ‘think tank’ type role - probably more
strategic - less operational. But because I like to produce, I like to
deliver - if I could spend all week preparing for one report or
presentation - the output for me is probably not enough - but that’s
linked to my personality. I like to make the most of every minute of the
deny. But I need to show that I can work at that level and not he thinking
about the detail (Manager, Banking, Leinster).

In summary, less than half of the female managers in this study expressed the desire to
move to the senior management team in their organisations. Interestingly, of this group of
thirteen, eleven of these women had no children. The difficulty of trying to match the
responsibilities of having children with a managerial career was a significant element in
the discussions with the remaining women. It is noteworthy that of these seventeen
women, twelve had children.
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4.2.2 Career Plans and Choices

The second question outlined in Chapter One in relation to investigating the career
choices and aspirations of the female managers currently at middle management level is
discussed in this section. The question posed in the first chapter was:

•

Do female middle-level managers have a specific plan to achieve their career
aspirations ?

This is an important aspect of career choices and aspirations, as, if a strategy is not
evident, it will be difficult for career aspirations to be attained. Of the thirteen women
who clearly wanted their next move to be to the senior management team, just eight had a
clearly defined strategy to achieve this goal. These women believed visibility to be a key
element in their career strategy, as represented in the following quotes:

I have been around long enough to realise what the game is. When you
want to get to senior management level you watch what the ‘movers and
shakers' are doing and you then use that as a way to refine your
strategy. The system doesn 7 really change much over time, or between
organisations. People need to know who you are, what you are good at
and where you want to get. You don 7 always tell your manager about
what you have done, you make sure you tell those people who can tell
the top guy how valuable you are. It’s all about playing the game and
making sure they know who you are (Finance Manager, Computer

Software, Connaught).

I went for a job and everybody said / was mad going for it, because
everyone knew who was going to get it. It was a job created for this
other person. But I went for the interview for the visibility. I knew I was
going to be interviewed by the CEO and I wanted him to know that I was
serious. But even though I knew I wasn 7 going to get the job, I knew it
was a good career move. I’m a little bit stubborn in the fact that I just
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didn't want the other person to get it without a hit of a fight. Afterwards
/ said, no hard feelings, fjiist wanted to give you a run for your money!
Also, you get known in the system. You just have to he a hit careful
getting the halance. As the health system has grown, we have all hecome
anonymous. Nohody knows who / am. Before, everybody knew
everybody else in the health sector. Everybody above me knew me
before. Now nohody knows me. And that is what I am hoping when / go
f)r the next interview, that the person will know me, because of the last
inter\new (Development Manager, Public Sector, Munster).

Three of the respondents also identified moving laterally within the organisation as their
chosen strategy to reach the senior management team. This strategy was also linked to
increasing their organisational profile:

Within the group you only have a few top e.xecutives and each time you
move you get some exposure to them. You get your name known or your
reputation is known. Even though we employ a lot of people, it is still a
relatively small group of units. So your reputation follows you. So the
lateral move certainly helps with that (Store

Manager,

Retail,

Connaught).

One manager explained that although she wanted to move laterally, in order to increase
her profile, she believed she needed to he more knowledgeable in the new area, before
she could look for a move there, in order to protect the reputation she had already built up
in her organisation:

/ would ideally like to change departments. Eor instance one area /
haven 7 worked in is business banking which is much more male
dominated. I am thinking ahead. So what / could probably do is to do
the Certificate in Business Banking. So that will give me the skills and
the knowledge base. I want to be able to know what I am talking about. /
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will do it in my spare time. The bank will refund me. It’s in my own time
and not that difficult, and it will he there for me when 1 do go for the
business banking intenhew. So when they ask what / know about
business banking I will be able to say / worked on this project and that
project - and I have a certificate (Marketing Data Solutions Manager,
Bunking, Leinster).

As mentioned by the interviewee above, an educational qualification was believed to be
important in terms of assisting women in attaining the next hierarchical position. Three
other women also believed in this strategy, as evidenced in the following quotations:

r>m doing the Masters degree purely for promotion reasons. With a
masters and all the experience / have, eventually there will be a position
on the senior management team (Regional HR Manager, Hospitality,
Munster).

I decided that I was going to go back and do the Masters, because we
luive a system in which we are graded - it's kind of a benchmarking
system. There are various different things that you have to have in order
to< progress on to the next level. One of those things is that now you have
tO' have a Masters in order to move from the middle management level to
the senior management level. So I am pursuing that at the moment (HR
Manager, Aeronautics, Munster).

It’s practically a requirement now that you have to have a Masters
dc'gree so / thought I better bite the bullet and get one. 1 will be finished
this summer (Senior Post, Public Sector, Education, Connaught)

As can he seen in the interview data presented in this section, the women who have
identified senior management as their next career move have recognised that educational
qualifications are important in increasing their credibility, and thus have cho.sen this as a
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strategy. These women are also very aware that visibility in the organisation is critical for
promotion. This issue of visibility recurred again in the discussion on networking and is
dealt with in more detail in Section 4.4.3.

4.3 Attitudinal Elements of the Glass Ceiling
The second objective posed by the study relates to an understanding of the glass ceiling,
and specifically if attitudinal elements of the glass ceiling are a significant impediment to
reaching senior management levels. The interview data presented in this section explores
the challenges faced by female managers at middle management level as a result of the
attitudes of the senior management team in their organisations.

4.3.1 Gender-based Stereotyping
The findings confirm that both sex-role stereotypes and organisational culture are
significant obstacles facing women at this level. Of the two questions posed in Chapter
One in relation to this objective, this section initially addresses the question:

•

Does gender-based stereotyping act as a barrier to female managerial career
progression?

As discussed in Chapter Two, beliefs about sex-role stereotypes act as a significant
obstacle to women's career advancement. Over two-thirds of the women in this study
discussed the issue of gender stereotyping of men and women. They believed that the
traditional view of men as the main breadwinner and women as being responsible for the
home was a negative stereotype for women and they recounted how it impacts on female
career progression. The following quotations are representative of their views:

Based on my experience, if as a woman you want to get on, and you
want to forego family life, bringing up children, if you are perceived as
being totally selfish - you will do well and / think you can move on.
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Unfortunately that is the country and society that we live in and / can 7
see that changing very quickly - not for another few hundred years
anyway! Certainly not in my life- time. Women are brought up to take
second best. We are changing and getting more independent, but at the
end of the day, the children have to be looked after and so a woman has
to forgo her career. It’s ingrained in men to be the male bread winner.
My ex-husband did not like being known as the househusband. He hated
being called that. He was very unusual in his circle of friends in that
that is what he did. It didn 7 sit easy with him (Development Manager,
Public Sector, Munster).

/ remember when my boss took parental leave. I remember saying that I
thought that was excellent that he would do that, because he was a man.
I don’t think many men would. It’s vety unusual. If it was a woman
they’d say ‘she’s gone for 10 weeks, is she really committed? Does she
want to be senior management or not’? (Account Manager, Call Centre,
Munster).

Women are perceived as looking after the children, being the main
providers of care for those children, cleaning the home, cooking,
washing, ironing, all the manual jobs that are daily activities within the
home - looking after children when they are ill, holidays etc. (Assistant
Principal, Education, Leinster).

I guess traditionally it’s probably a case of - if you are a female and
your partner/husband is working - generally it is the female who would
leave to collect the kids, not the male. Maybe that’s a very traditional
view. I suppose if you were a male working, and you said 7 have to go
at 5pm to collect the kids ’, it wouldn 7 seem as natural as it is for a
woman. We need to be more progressive in our outlook of what the male
role is (Project Manager, Manufacturing Telecoms, Connaught).
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/ think men are perceived as having more time than women, so they can
put in the man hours that are needed. They are often seen as being
better for senior management roles because they can give the time
whereas, / know in our company, it is often perceived that women can 7
give the time that’s needed for the position because they have other
commitments, and these other commitments are more important to them
than their job (Assistant Principal, Education, Leinster).

I would have reseiyations about how my partner would feel about
dropping and collecting the children, in order for me to further my
career in the long term. He says he doesn 7 mind. I earn more than he
does (not a whole lot more), and he says it’s not an issue, and we joke
about it. It comes up every now and again, not serious. Just Joking, but
he’s not as comfortable as he thinks he is. He thinks he’s a ’new’ man
and all that, but I don 7 think any man would be very comfortable in that
role. / have to travel with my Job and that’s an issue. I have to go to the
States now on Sunday for a week. I travelled a lot last year but I haven 7
travelled in ages, but he’s annoyed that I won’t be there. My sister had
the same thing. She was a manager. Even before she had children, her
husband had a huge issue with the fact that she was travelling so much
for her career (Learning and Development Manager, Pharmaceutical,
Munster).

The women in the study identified sex-role stereotyping as an obstacle facing female
career advancement, and more specifically the fact that there was a prevalent view
amongst managers that managerial characteristics are most often associated with
stereotypically male characteristics. Eight managers recounted examples of situations
where they believed ambitious women in their organisations had adopted male
characteristics, such as aggressiveness and competitive behaviour, in order to further
their careers:
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There is a woman who was the second last person to he promoted. She
is quite an ambitious person. You could tell that from her whole
approach to work. She used to work for me and she was always very
very driven in every thing. She would he very organised and has quite a
few staff reporting to her now. She would know what she wanted. Very
direct. The other two men on the senior management team are a lot
more laissez faire than herself. I would say she’s slightly aggressive.
When she wants something she will ask for it. She doesn’t care about
offending sensitivities (Account Manager, Call Centre, Connaught).

In order to get to senior management positions women have to he
selfish, with everything. They have to think of themselves. They say you
have to he a real’ hitch’ to get to the top positions: he really hard. Yet
there is a hit of truth in that. You do have to he really selfish, to tty and
get it all done (Development Manager, Public Sector, Munster).

For a while we had a senior manager who was horn from under a rock!
She was a political, dangerous animal. She was all about ‘in your face’
pushiness. I don’t like that in anyone and especially not in a woman
(Supply Chain Manager, Manufacturing Electronics, Munster).

I’ve come across one woman where it’s clear she so badly wants to get
onto the senior management team. She networks with all the ‘right
people’ to make sure she gets on. I wouldn 7 trust her as far as I’d throw
her. She’s stabbed me in the hack before and I won’t forget that. It’s not
what you’d expect from a woman (Senior Post, Education, Connaught).

There is one woman who is quite an aggressive person. I have had a
couple of stand offs with her, because I won 7 he intimidated. I am
successful and I am driven, hut I do not run railroad over anyone. It is
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not my style. / woiildn't like to get to that level by having that attitude.
It’s Just a value that / have. It Just wouldn’t he worth it to me (Marketing

Data Solutions Manager, Finance, Leinster).

Five of the interviewees noted that men act differently in a management role than their
female colleagues do. Differences in communication styles and leadership styles were
also discussed by three of the female managers. They believed that women and men
communicate differently, resulting in different leadership styles, as identified in the
following quotations:

/ think that men are often more listened to than women. I find that with
the men, they don’t have the .same interpersonal skills. They sometimes
cause more problems than they solve. They don’t look at the context or
the

time

(Production/Quality Manager, Manufacturing Hlectrical,

Munster).

Tm a very' female communicator. I find it very hard to summarise. I
think my biggest challenge is to communicate in that way. The way men
do. To talk the talk (Marketing Data Solutions Manager, Finance,

Leinster).

The following sub-section discusses the respondent’s experiences of organisational
culture.

4.3.2 Organisational Culture

As outlined at the start of this section, a second question was posed in Chapter One in
relation to attitudinal elements of the glass ceiling which act as a significant obstacle for
female managers and the remainder of this section now addresses the second question
posed:
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•

How would you describe the culture of your organisation with regard to career
progression for women?

Vertical segregation was a significant feature in all of the organisations studied. Chapter
two highlighted that organisational culture is created by those who develop and operate
organisational policies. Therefore, where the majority of the senior management positions
are held by men, as is the case in all of these organisations, a male orientated culture was
found to be pervasive. The impact of the senior manager, on organisational culture was
clear from the interviewees’ responses, as supported in the following excerpts from two
of the female managers:

A guy on the senior management team went recently to the CEO and
said his hahy was due in April. The CEO’s response was that ‘well,
you 're going to he in Germany at that time - there is a meeting on And
the guy said, well, that’s why I’m coming to talk to you. / won’t he able
to attend the meeting because I will have to be here because of the baby.
The CEO couldn ’t understand why the manager couldn 7 go over to the
meeting and come back the following day. I think the senior managers
are always aware that they don’t want to upset the CEO, so I think they
feel they had better not be seen taking too many holidays, or finishing
early too many days. The CEO expects people to lead by e.xample. He
himself even when he’s travelling - if he arrived back at the airport at
4.3()pm after being away for a couple of days, he would come into
work. He would then work for a couple of hours catching up. That
culture then has been created within the company (HR Manager,
Aeronautics, Munster).

To be fair, my boss is a very' family friendly guy. My boss is a very'
abrupt kind of guy. He doesn’t suffer fools gladly. But if I were to say
that / won 7 be in tomorrow, he would say - ‘no problem ’. And he would
always ask the following day how is the baby. Maybe it’s the fact that he
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married late in life and had his family late - he got a nice ‘buzz’ oat of
it. / think he really enjoys the experience himself It puts it in a different
perspective for him. I could fault him on a number of things, hut not on
that. I think it is very much at the discretion of whoever is in charge (IT

Manager, Financial Services, Munster).

Three key areas were highlighted by three-quarters of the interviewees. The first issue in
relation to organisation culture was that there are differences between being a manager in
the public sector and in the private sector. The interviewees identified that they were
able to avail of flexible working arrangements, because they worked in the public sector,
and not the private sector, as evidenced in the following:

I came to work full time for the public sector and as life would have it, I
fell pregnant again with my third child. She was horn in July 2003 unplanned - so having 3 children then / talked obviously with senior
management about working part-time. It would have been a big issue if I
was still in the private sector - you Join them and 6 months later you are
going out on maternity leave - now officially in the private sector they
couldn’t say anything to you. But the public sector, from their
perspective, though they were obviously disappointed, I came hack to
work then in September and I recpiested to go part time at that stage. My
boss’s perspective was that four days was no issue - because what he
had seen through the years was that people who worked 4 days, actually
did 5 days work. You have X amount of work to do so you consolidate
the work into the 4 days (Finance Manager, Public Sector, Munster).

I know that the Dutch and French companies are very' flexible, but there
are not that many of them in Ireland, and there are not many jobs at my
level. Even in Cork, they are all American multi-nationals. We finish at
I pm on a Friday, conference calls are scheduled for all Friday
afternoon, into Friday evening, and you cannot say you have to go.
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because you are finished work and you have to go home. Conference
calls could he at Spm or 9pm at night. / would refuse some of them, I
don 7 care, hut my counterpart wouldn 7. If you were in the public sector
it

might

he

easier

(Learning

and

Development

Manager,

Pharmaceutical, Munster).

I have a few friends who all work in private industry. But one is in the
public sector and she thinks I’m mad to he in the private sector. In
comparison to her, she’s had her term time, her study leave, her breaks,
she's gone hack to reduced hours. She is a single parent and she said
she just couldn 7 do it in the private sector. And I agree with her. She
couldn't (HR Manager, Manufacturing Computer, Munster).

I feel so grateful for opportunities like this in the public sector, that I
would have the support of my director to look at job-share (Manager,
Piablic Sector, Library, Munster).

I must say though that we have a great attitude towards family friendly
workplace. It’s so different from my last role in the private sector (HR
Vlanager, Public Sector, Voluntary Organisation, Leinster).

Two managers who worked in the public sector indicated that they had a level of
flexibility in the public sector that would not be available to them in the private sector:

yViv boss might ring me at Spm at night and I have no problem with that
because it would be worse if he didn’t. From the job perspective it suits
Ihim also because he is at meetings all day and the only free time he has
to talk is in the evening anyway. So if my husband is at home and there
are no kids howling, it works fine for me. It works the other way also. I
might have to finish at Spm to go to a parent teacher meeting or ballet
or anything like that. It is very much give and take. In the private sector
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now that flexibility would not he there. The flexibility is cdl one way in
the private sector. It is e.xpectecl because you are getting paid very well
for it. What pays you in the private sector is the company car and the
bonuses and stock options. The currency there is money the currency in
the public sector is time and flexibility (Finance Manager, Public Sector,
Munster).

I worked in the private sector before and no thank you. There is no
flexibility. Here I can come and go as long as Tm in class when Tm
supposed to he. I often nip out to get the shopping between classes. And
because we finish early and I do the corrections etc at home, it’s great. /
can get the dinner ready and finished before 7pm, so then at least we
have the evening to ourselves, something / never had in the private
sector (Senior Post, Public Sector, Education, Connaught).

The second of the key issues identified by the respondents is the existence of a long hours
culture, for managers. This was viewed as being part of organisational life, as evidenced
in the following quotations:

I guess it’s the kind of company where you are not just working 9am to
5pm. It is expected that you work additional hours outside of core hours.
I used to work phenomenonal hours years ago. Now I would start about
S.45am and I would be here until around 5pm or 6pm. But generally
what I do is bring my laptop home in the evenings. I would work at
home for an hour or two, every night (Project Manager, Manufacturing
Telecoms, Connaught).

I’ve been on to my boss a few times now about workload and the amount
of hours I’m putting in. Probably up to the beginning of May, I was
probably doing an e.xtra week evety month. So I went into him and said,
how long more have I to do this before I drop dead? We had an hour’s
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conversation and he wrote it all down. / thought he was taking it all on
hoard and was going to give me somebody to help. But he just said, well
that was very nice, I hope you don 7 think now that / didn 7 listen to you
because / did. So when I asked then when / was getting help, he said he
only said most of it to placate me and hoping / would go away. He just
said ‘look, you'll be fine’. / was highly impressed with it all, until he
said

that!

(Supply

Chain

Manager,

Manufacturing

Electronics,

Munster).

Your availability' is key. With our company when you are at a certain
level, you would he liable to get a call at 10pm on a Friday night, or
Saturday or Sunday, if there was an issue that came up. It’s almost a
sense of that you are always available for the company. All managers
have blackberries, supplied by the company (Marketing Manager,

Telecoms, Leinster).

The days can be very long. You have to be in early to make sure
everything is set up. When you are responsible for the store it all falls
back on you if something is not right so you put in lots of hours before
and after the store closes to make sure everything is right. You don’t
want to get caught out by the senior manager for not dealing with
something just because you weren 7 in on time. But it is a really long
day and you to be honest some days I’m so tired I wonder is it really
worth it (Store Manager, Retail, Connaught).

The standard time for a manager would he from Ham till 6pm or 7pm.
You could not be seen to arrive at the start time of H.SOam or leave at
the supposedly end time of 5pm. That’s frowned on. You also have to he
available to take conference calls from the US at times that suit them,
not you, so your day can be as long as after getting home at 7pm, then
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taking a call for an hour at lOpm (Finance Manager, Computer
Software, Munster).

Yes, there would he certain expectations that you are at your desk early
in the morning till late in the evening. The senior management
themselves do work very hard, and if they are sitting at their desk at
8pm in the evening, it is very difficult for one of us to get up and walk
away from our desks, when they know the work has to get done. So /
think at times that level don 7 understand what kind of influence they are
having. / come in every morning between 7am and 7.30am.

That is

habit, but it’s so much of a habit now that my phone starts to ring at
7.15am in the morning because people know I am at my desk. And / am
not the only one. It’s almost like if you come in now at 8.30am you are
late, even though you don’t start officially until 9am... I mean I’ve
booked my holidays for ages, but / have to come hack 2 days before I
am officially due back for compulsory training. / know they said, don’t
bother coming, but it is compulsory attendance. It happened by mistake,
I believe, but nobody has come to me and said ’we will do everything we
can to move it’ (Manager, Business Advisory Service, Leinster).

Typically I’d start work every morning about 7.20am, and I’d work most
evenings till about 7pm or 8pm. I would also travel cpiite a bit and work
a few hours on Saturday. Not every week, depending on what’s on (HR
Manager, Aeronautics, Munster).

Lack offlexibility in relation to both hours of work and the amount of work to be done at
management level was the third area raised by the interviewees as an obstacle facing their
career progression, for those with family responsibilities. The interviewees believed that
lack of flexibility in the hours required to complete the job, at both middle and senior
management levels acted as a significant barrier for women, as evidenced in the
following quotations:
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Miiyhe I could see myself moving into senior management in a smaller
company which is more flexible. Here, I couldn’t go home early though
to

collect

the

kids

(Learning

and

Development

Manager,

Pharmaceutical, Munster).

You couldn 7 bring a child to a minder at 6am, you would need to bring
in a full time nanny - and you may not be able to afford that - or
necessarily want it either. You would have to have some sort of
flexibility in your life. You would not necessarily be able to say I am
going on three weeks holidays because my child minder is off for that
time, or my child is sick so I can 7 come in today (Manager, Business
Advisory Service, Leinster).

If my child was sick, I couldn’t work from home. There is absolutely no
culture of working from home here. There is no policy either. The policy
is that there is no policy! (Learning and Development Manager,
Pharmaceuticals, Munster).

I ilon 7 know if it would be a factor, but / do notice that there are a
couple of my colleagues that have young families, and they would head
off during the day, or if the child was sick, to collect them. We have that
flexibility, but I personally wouldn’t do that in a fit. I’ve thought about
it, and discussed it with somebody else. Men can do it but for some
reason I would feel guilty about doing it. I would feel that they were
saying ‘typical woman’! I could do it, hut I’d just feel that everybody
was talking about me (Finance Manager, Software, Connaught)

There is no flexibility here in that it’s very structured. Work starts at
Haim and generally finishes at 4.3()pm or 5pm. They are not willing to
change that. The General Manager would like flexibility' if it could be
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proved that [le.xihilitx would work and have no impact on productivity.
And also, that there would he cover at all times. The big thing for us is
that being such a small company, if one of us is out, the General
Manager knows straight away we're off. Anybody who wants to go away
early, it’s a guilty feeling. I think if there was fle.xihility, it would help
everybody (Production/Quality Manager, Manufacturing Electrical,
Munster).

Somebody passed a comment to me last week that they had to take their
child to a birthday party. When the CEO was trying to organise a
meeting, this guy told him he was going to a birthday party and the CEO
just coiildn 7 understand why he had to take the child to the party and
miss the meeting. I think that maybe if the CEO had a family himself he
may be a little bit more understanding. / think that will be an issue for
me if I am promoted to the senior management team. / think it is
something that will become an issue if / do have a family or children
(HR Manager, Aeronautics, Munster).

In summary, the research findings revealed that the stereotyping of women into
traditional roles is still prevalent, and these attitudes have a negative impact on women's
career progression. This stereotyping was also found by the managers in this study to
extend to the role of manager. The findings highlight that male characteristics remain
associated with the management position and that some women have adopted
characteristics associated with men, such as aggressiveness and competitiveness, in order
to advance their careers. Differences in communication styles between the genders,
resulting in differences in leadership styles, was also identilied by the interviewees.
Organisational culture at managerial levels was also noted by the temale managers as
being quite male orientated, with the emphasis on long hours viewed as being particularly
problematic for women, more so than men. Differences in organisational culture between
working in the public sector and the private sector was also highlighted by the
respondents. The non-availability of flexible working policies, and lack of flexibility in

171

the structure of the working day at management levels were also identified by the
respondents as particularly problematic for women, particularly those with children.

4.4 Structural and Institutional Elements of the Glass Ceiling
Chapter Two identified the dominant themes in relation to investigating the barriers to
female career progression that emanate from structural and institutional factors. Five
dominant themes emerged from the literature review and a number of questions were
posed in Chapter One in order to investigate these barriers. The findings in relation to
each theme and the questions outlined are set out below in five sections, beginning with
the criteria for selection and promotion; moving then to examine, respectively, workfamily conflict, networking, mentoring and the effect of role models on a female
manager’s career.

4.4.1 Selection and Promotion Policie.s
As evidenced in Chapter Two, promotion criteria for senior management positions are
often unclear. In addressing this issue, the research question as outlined in Chapter One
is:

•

Do you believe you have the same opportunities as your male counterparts in the
promotion process to senior management level, in your organisation?

The findings highlight that new senior managers are usually appointed after an interview
process, rather than using psychometric tests or assessment centres. As a consequence of
this approach by organisations, the managers in this study believed that being visible to
the senior management team, who would make the appointment, in advance of the
interview, was vital, as seen in the following quotations:
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In a way, the biggest thing for me is that more senior people need to see
me operating like that. I have to work on that visibility and the
communication side of things (Manager, Finance, Leinster).

When you think about it, if you are working on a lower management
level, and say you were aspiring to a higher management level, all of the
decisions are made at the senior management level. If you are not
somebody that the senior managers know, or that they are aware of or
that they have worked with you, they have some sort of interaction with
you, your name is never going to crop up. And it's not as if you are
going to have the opportunity to participate in any of the meetings they
are going to be at. So if you want to be promoted, you need to be visible.
They need to know who you are. There is no point in doing a great job if
nobody knows you are doing it (Project Manager, Manufacturing
telecoms, Connaught).

The whole visibility thing is a big issue. If you are not seen to be there,
you are not seen to be committed (Practice Manager, Accountancy,
Leinster)

The new promotion system is more transparent. It is more regimented
and fixed. There are policies regarding employment and recruitment. In
the old .system I did go for a job knowing I wasn 7 going to get it,
because everybody knew who was going to get it. Everybody said I was
mad going f)r it, because I already knew who was going to get it. It was
a job created for this other person. I knew I was going to be interviewed
by the CEO and I wanted him to know that I was serious. But even
though I knew I wasn't going to get the job, I knew it was a good career
move, because it still very much depends on who is on the interview
boarxl. I am hoping when I get to the next interview, that the person will
know me, and even if I don't come acr'oss well in the interview, they will
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know my track record (Development Manager, Public Sector, Health,
Munster).

Because the senior people knew my work, when it came to the intennew
situation, because they were on the panel, they had that background
awareness of my abilities (Manager, Public Sector, Library, Munster).

Taking time out of your career to have babies means that you are not
visible and it delays you moving up to the senior management team. But
moving from the manager to the partner level - that is where the
stumbling block is. But that’s also there for the males. Obviously
females are prevented because if they go and have kids, there is no way
in the world you can change it - it has to be the mother who takes the
six months out - so that knocks six months off the progression in any
case. And that’s something that guys don’t have to think about. If they
do have a child, they might take a week or two off - hut not six months
(Manager, Business Advisory Service, Leinster).

Three of the managers however believed that promotion would be very difficult as they
believed they lacked credibility in the eyes of the senior management team, because they
had worked their way up through the organisation:

/ would say from a Board perspective, / think they had difficulties in
taking me seriously initially, because / had .started as a secretary and
worked my way up. / don’t know if it was combined with being a female
as well, I’m not sure. I said it to the board, and I said it to a senior guy
the other day, that I am amazed that as an individual, and with my
personal achievements, I do not get the recognition from the board here
that I get in other aspects of business (Centre Manager, Public Sector,
Leisure, Munster).
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/ would he able to do the job, but I do feel that there would be a lot of
politics involved. I’ve been in the company for 20 years. I started on the
production floor and then was promoted. Then I studied at night time.
The worry for me would be if there was a lot of negativity with me
getting promoted to the next level. People thinking how did she get that
job? (Production/Qualily Manager, Manufacturing Electrical, Munster).

Over half of the female managers talked about either not previously applying for
promotions at senior level, or not applying for them in the near future. The main reason
given was the difficulty of trying to balance family responsibilities with a career in senior
management. This was true for both those who already had children, and those who did
not:

Everyone keeps telling me that I can do it. It doesn 7 matter that I am a
woman and all this business. I was very conscious of that. But you push
and push and push, and then one day you are in your late 2()s and you
realise - hang on a minute - it suddenly dawned on me one day - this
isn 7 going anywhere. This isn 7 actually possible. That you couldn 7
raise a family and get to the level you want to get at, without having an
ulcer or loosing your hair or being completely stressed out. I think the
day I realised that, I just thought - what was I thinking? I should have
been a beautician! I’d probably make more money. I think we are very
naive at times, hut sometimes naivety' is good because it drives you. I’m
kind of sad to say that - maybe in a smaller company, which is more
flexible. I just couldn’t and wouldn’t want to do it for my own personal
life style where I am, I don’t think it would be worth it (Learning and
Development Manager, Pharmaceuticals, Munster).

Having children is definitely a concern I have about going to that level.
But I also feel that if I could get the position now, sooner rather than
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later, that I could give it my full commitment for a couple of years
before I have a family (HR Manager, Aeronautics, Munster).

If I got to that point where / couldn’t balance my work and my home life
and / felt the job was too challenging, / would have to re-think the
situation. I would be the type of person where if I found my work was
taking over my life and my family commitments, I’d say, this has been a
great job and career and I’ve enjoyed it, but thank you very much. I can
dip hack into this in 10 years time when my kids are at a more
reasonable age (Finance Manager, Software, Connaught).

If I hadn ’t had the baby, and this restructuring happened, it would he
very clear to me that ‘yes, I have to apply for the role of head of
marketing planning’. So if I hadn’t had the baby a year ago, I would
have said, yes, absolutely, I would have had to go for it and probably
want to go for it. But now, I came back to work in November, and from
February I started parental leave so I don’t work on Fridays. This has
suited me fine to get back to work and get back into what I was doing.
When I came back first in November I thought that things were running
fine and / wondered where I would fit in - Just getting yourself re
established. Since Februaty I’ve been taking Fridays off and it’s been
fantastic from a personal point of view. So that has changed things
because I know now that if I do apply for that head job, in all likelihood
they will say to me that I have to work five days. That is a dilemma
because work is important to me and I do enjoy it and I obviously enjoy
getting paid at the end of it. But not to the same degree as before I had
my child. 1 would work long hours in the past but now I just can’t do
that anymore. This other job probably would involve a lot of stress and
probably no chance of parental leave (Marketing Manager, Telecoms,
Leinster).
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Since joining the company, a position on the senior management team
has become available. On three separate occasions I was asked to
become a senior manager. On each of those occasions I had to say 'no'
each time, because offamily reasons. I wouldn't be physically able to do
the job to the utmost of my ability. You have to put in the necessary
man-hours, you have to work weekends if a crisis arises, you have to be
able to leave your children when they are sick with other people who
don't know them as well as you. / don 7 think / would he able to do that
(Assistant Principal, Education).

/ am going on maternity leave in two weeks time. I'm at a hit of a crux
to he honest really, whether to continue in employment at the moment maybe take a bit of a break from it for a few years. It's my third child.
One is three and one is eleven. Well I'm still very young, I'm only 31 at
the moment. So I'm thinking maybe I'll take a couple of years out to
spend some time with them. The middle guy will he going to school in
two years time, maybe then get back into the work force. There are a lot
of emotional things attached to it as well. I think every working mother,
and there are a lot of people here, even in the management group, two
of the other women have children also. There is a lot of challenge. If I
have to travel somewhere, which I do, there was a time when I had to
travel every two weeks. It would only be to the UK, hut you are still
talking about one or two over nights. It's a lot when you have children
(Account Manager, Call Centre Munster).

In summary, visibility to the senior management team, in terms of attaining promotions
was viewed by the female managers as key to career progression. The respondents
believed that for those women who had taken time out to have children, or who were
planning to have children, being out of circulation for such a long period ol time was
detrimental to achieving the level of visibility needed for promotion to the next level. The
related issue of work-life balance is discussed in the next section.
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4.4.2 Work-Family Conflict
Chapter Two highlighted that the dual roles of work and family are, for many women,
incompatible with career progression. The Chapter also indicated that where work-life
balance policies are provided by organisations, many managers do not feel able to avail
of these policies. This is because they do not want to appear less than fully committed to
their career progression. The research findings presented in this section help to provide an
understanding of one of the questions posed in Chapter One:

o

Do the dual responsibilities of a career and a family impact on a female
manager’s career progression?

The findings in this study emphasize that having children is a significant obstacle for
female managers. All the women in this study believe that balancing work and a career is
essentially a ‘juggling act’, especially when children are young. The age of the child is
believed by the respondents to be significant in terms of work-family conflict. They also
believe that trying to balance these two areas of their lives directly affects career
progression chances, as revealed in the following quotes, which represent the views of
those who already have children:

Often times it is more difficult when children are in school because they
are not with a childminder, so who would look after them after school
and on school holidays? There are a lot of things to take into account
when thinking about taking on the job of senior management. I have two
small children under the age offive. One currently attends school while
the other goes to a creche/childminder. The kids that / have are quite
often sick, so that would take a lot of time - time you couldn 7 afford if
you were in senior management position. It would be unheard of So it
wouldn’t be possible for me to give the time that was needed for the job
(Assistant Principal, Education, Leinster).
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When the kids get too old for a childminder it’s difficult. I don’t want to
leave them on their own either. I have never taken term-time. I’m not
even sure if it’s something that’s negotiable or not. It is very' attractive
when yon have a family. Yon want to spend the couple of months of the
summer holidays with them. But I don’t know how practical it would he
work-wise for me. I’m not sure. I would loose a good ten weeks of what
is happening here and it’s not easy to make np for that because so much
happens and yon are out of the loop. Even six months later yon are
saying ‘when did that happen ’ and it happened when yon were away.
Yon’d loose your relationship with everybody and yon are building it
again when yon come back. It’s hard work building np those
relationships. They need consistency more than anything. I don 7 know
what people would say if I took two months out. Half of them would
probably say she has a great life, she’s not a hit interested really
(Account Manager, Call Centre, Munster).

I’m at the stage now where the kids are more grown np. My eldest
daughter is 18 and the younger girl is 15. So I’m at a stage now where it
is more feasible. There definitely was a period where I didn 7 want to
travel, certainly not more than once or twice a year. Obviously I don 7
want to spent half of my time travelling for my career - but if I had to
travel a few days a month, I’m in a position where it is do-able now
(Project Manager, Manufacturing Electronic, Munster).

Since Jannaty I’ve been taking Fridays off (parental leave) and it’s been
fantastic from a personal point of view. The benef it of the day off it that
I get to spend time with the baby, but it also gives me more time to get
other things done. It just makes it easier for all three of ns. And it makes
me more rela.xed also. At first my husband thought I would be loosing a
day’s pay and he didn’t think it was a good idea, but now he sees the
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difference it makes to us all. It just makes it easier and Fm not stressed
and / can enjoy the weekend a hit more. But / think if you take parental
leave it puts a marker in the ground to say well she doesn 7 have the
commitment to go to senior management. We'll just leave her off to do
her parental leave thing. So / think that what is happening is that they
have really just written me off as a contender for the senior management
team (Marketing Manager, Telecommunications, Leinster).

When you take a senior position you need to available 24 hours a day.
There is no two ways about it. Lots of meeting take place at Sam or 7pm,
so if you have family responsibilities you just can 7 attend those
meetings. As your children get older it gets easier in the sense that you
don't have the school runs and the kids are better able to look after
themselves. So it does have a huge impact (Development Manager,
Public Sector Health, Munster).
Women are perceived to be responsible for looking after the children,
being the main providers of care for those children, cleaning the home,
cooking, washing, ironing, all the manual jobs that are daily activities
within the home - looking after children when they are ill, holidays etc.
But as well as that, I think men are perceived as having less time than
women, so they can put in the man hours that are needed. They are often
seen as being better for senior management roles because they can give
the time whereas, / know in our company, it is often perceived that
women can't give the time that's needed for the position because they
have other commitments, and these other commitments are more
important to them than their job (Store Manager, Retail, Connaught).

The findings further reveal that this is also the situation, regardless whether women
already have children or not. Almost two-thirds (ten) of those who currently do not have
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children, strongly believe that work-life conflict is a very significant obstacle facing them
in furthering their careers, as evidenced in the following quotes:

I just do not feel that you can marry having a very' successful career
with two kids and working twelve hour days. I couldn't imagine having
children and working this job. The two are not compatible at all.
Because you cannot have a child and give 100% commitment to
anything else, other than your family and the child (Business Advisory
Service, Manager, Leinster).

You always find yourself doing some work in the evenings - to get ahead
for the following day. You can never plan ahead fully. You would have
to Just leave in the evening rather than working on. You have a
responsibility - you can’t leave kids sitting around in a creche all
evening. And then if you have to go home and look after a child. / don’t
know how you would do it. It must be very hard (Practice Manager,
Accountancy, Leinster).

There is no way / could do my Job if I had children. Absolutely no way.
I’m 31 years of age and I’m in a long-term relationship and I’m going
to get married soon, but there is no way I could do what I am doing now
if I had a child. I don’t think it is possible to balance the two in the
manufacturing business in Ireland. I don’t know anybody who does it
successfully. What would I do if I had a child who was in primary school
and who was offfor the summer? I wouldn’t be able to drop off or pick
up a child in my current role. If I dropped off a child to a childminder at
Ham I wouldn’t get to work until 9am and I wouldn’t be leaving until
6.3()pm or 7pm. So it’s Just an impossibility (Learning and Development
Manager, Pharmaceutical, Munster).
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A lot of the senior roles involve long hours and they involve a lot of
pressure. If the company is looking for somebody at senior level, their
priority needs to he on a project and their work, not on their family. The
person could that they could do it, and they might leave at 5 to collect
kids and then f)cus hack on work again in the evening. But if somebody
has a family, is their priority still going to he towards work? or are they
going to say ‘ / don’t really want to put myself into that high pressure
role with these long hours, because I have my family now and that is my
priority’? So, I think if for each female you have to ask the question
’what is your priority’? If your priority is on your career then you have
to make it work and you have to he happy to put in that extra time. But
it’s going to make your personal life more difficult, and you are going to
he trying to juggle a lot of time management. So it is possible, hut it is a
lot harder for females that for males (Project Manager, Telecoms,
Connaught).

Only three of those with no children expected they would be able to balance work and
family commitments, once they had children. Yet, it was clear that even they had some
reservations about being able to combine both as successful as they hoped, as represented
in the following:

I would like to think that I would he able to give a senior management
position my full commitment when I have children. I would hope that I
would he able to, hut I’m not sure. I don’t think you really know until
you have children (HR Manager, Aeronautics, Munster).

According to almost 50% (twelve) of the respondents, having support when trying to
balance both work and career was vital if they were to be able to balance work and family
life and maintain their careers. This support centred on childminding support, collection
and school run support and help with housework. The cost of support in relation to
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childminding was also raised by the female managers. The following excerpts highlight
the issues raised in this regard:

/ work longer hours yet / still do all the housework. My partner will
make the dinner and things like that, hut there's no way he'll go to the
supermarket or do the washing or anything like that.

That's one thing

that puts me off - both getting to the next level and having children. For
example, one of the female middle managers goes home at 4.3()pm each
day to collect her kids. She used to go home at 4.3()pm because she had
the support. Her boss had three kids. She was very well respected
globally. We have a conference call every Wednesday at 4pm and she
would ring off at 4.3()pm and say 7 have to go now'. She would do her
hours, and come in earlier. And she used to travel a huge amount, but
her mother in law was her baby-minder. She had the support though.
She had her mother-in-law to take the kids when she travelled, hut not
in the evenings. So they were in a child minders. She was going for a
promotion recently and she was talking about getting a nanny, because
she wouldn't be able to go home at 4.3()pm if she moved to director
level. There is no director going home to pick up a child from school,
and there is no director taking parental leave. We did have a cpiality
manager who was a very' talented girl, who, when our cpiality director
left she went into the role temporarily, but refused the position when it
was offered to her. She subsecpiently left the company afterwards and is
gone into the family business and she is now pregnant. / would imagine
the reason she didn 't take that job is because she wanted to have a
family, and she knew there would be no possible way she could at that
level. / always thought / was a very ambitious person, in relation to my
friends, not overly ambitious, not willing to do the politics, hut get
where / wanted to go on my own merit, and I've done pretty well, but,
there is no way / could do my job if / had children. Absolutely no way
(Learning and Development Manager, Pharmaceutical, Munster).
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When yon take a senior position yon need to he available 24 hours a
day, there is no two ways about it. If yon want to meet a GP in Ireland,
it has to be either Ham in the morning or 7pm in the evening. So if yon
were a single parent or had responsibilities, yon conldn 7 do that work.
So it does have a huge impact. When I was further down the ladder, and
I was a single parent (my first marriage broke np when my son was 2)
so I was a single parent from the time he was two to four and a half,
until I met my second husband. I was working full time but I was getting
him np at 6am in the morning to take him the childminder. I had to do
nights which was a nightmare, because I was not living at home. 1 had
no support network at all. I just had a fantastic child minder who would
keep him at night when I worked. That is what the men don’t worry
about. They have no worries about that side of things. That was hard
and I knew there was no way I could manage my career at that stage
with all that going on. It was only after my second marriage and I had
the support that I could pursue my career and get back on the ladder
again (Development Manager, Public Sector, Munster).

Depending on the salary that you are getting, money is an issue. In
today's day and age, with fees being so e.xpensive for childminding, it is
often a barrier to employment, never mind middle management. It’s
more expensive to have 2 children in a creche than to go out and work.
When I started working in management and had my two children, I was
loosing money, but I wanted to be out there in the workforce. It was a
cost to me to go out to work, but it was a cost we could bear (Assistant
Principal, Education, Leinster)

When you get to the senior levels, the big thing is that you need a strong
support structure behind you. So, if I have the support structure behind
me, whether it is my partner or whether it is the fact that financially I
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am well rewarded, then / can have a babysitter or some support (HR
Manager, Manufacturing Computer, Munster).

The importance of support and the problems associated with being part of a dual career
couple were raised by almost two-thirds of the managers, both those with children and
those without. In this study 13 managers were part of a dual career couple, with 16
married, three separated or divorced and eleven single.

I suppose I was lucky in the home front in that it was always pretty much
50/50. If the two of you were trying to do a reasonably good job, two of
you sharing everything, it still is a struggle for both of you. /

lucky

in that we both agreed that we were happy with this degree of
responsibility and trying to mange the kids and our career (Project
Manager, Manufacturing Electronic, Munster).

My husband often says to me 7 would gladly stay at home and mind her,
why don’t / take the parental leave?’. He’s kind of serious about it, but I
don’t think it’s an option for him. I think it’s unheard (f really. Also,
he’s at a fairly senior level also, so it would affect his career (Marketing
Manager, Telecoms, Leinster).

My husband holds a senior management position, so really it would he
very difficult for me to hold such a position. You have to take the
children into account. Who’s going to stay at home if the children are
sick? If both people are in senior management, you can’t afford to take
the time off. He is the principal of his school. It would he impossible for
him to take the day off' if the kids were sick, because there would be so
much to he done, apart from the teaching. There is all the
administration, and senior managers must be at their post all the time
(Assistant Principal, Education, Leinster).
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/ start early: I'm usually in for 7am. So I try and get out by 4.3()pm or
4.4()pm. My husband drops our child and / pick her up. Generally it
works well. If she's sick it's usually me who stays at home with her. The
last time I was due to go on a training course that I couldn 't pull out of
so he stayed at home and worked from home, but his mum came up to
give him a hand. But in the general .scheme of things, it would he me
(Marketing Manager, Telecoms, Leinster).

I have a support .system in my husband. And because he is teaching, he
works shorter days and is off for the summer. He is primary school
teaching. From that point of view, I go home and have my dinner on the
table. He is also good around the house. Before I got married things
were a bit hectic. I would come in early and stay late. There was a
whole year in the 1490s and I don't think I took any weekend off. I was
just stuck in something and I had to get on with it (IT Manager,
Financial Services, Munster).

My fiancee would be able to collect the kids, but you would have to have
some sort of 50 / 50 on that. One person just couldn't take the full
responsibility. Especially as he gets paid more than I do. If one person
was going to have to change Job, it would have to be the lower paid
person that would do so. I just do not feel that you can marry having a
very succes.sful career with two kids and working twelve hour days
(Manager, Business Advisory Service, Leinster).

My husband works full time. It was easier over the last year, because he
changed jobs. He used to work in a vety demanding job himself hut he
has changed now to the public sector. It has made a big difference. I'm
not under as much time constraints - I'm not under as much pressure
dropping the kids off or picking them up. We live a mile away from his
office so he can drop the kids easily and get .straight back in the evening.
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Whereas I’m commuting a long distance every day (Account Manager,
Call Centre, Munster).

/ guess it’s a matter of how much your family life suffers because of
your career, and if you come to that point in your life, you need to ask
yourself the cjuestion ’can I do this?’ or is my family life really going to
suffer. / guess the only way it could it have ecpial priority, is if your
partner was taking on more of the responsibility. I wouldn ’t see it as
taking equal priority if you had to leave family with child minders to
have your career. It would have to he a balance between the two
partners to actually make that work. On the other side, if it is to make
your career work as a female, and your partner’s career suffers,
because they would have to invest more of their work time into it, it
seems to be a case that one is always going to suffer. Now you might
have balance where you could level it off' very well, hut I presume that
would be difficult. It seems that there would always he one that would
suffer (Project Manager, Manufacturing Telecoms, Connaught).

As can be seen from the interview data reported in this section, having children has a
direct impact on both women’s career progression and on their career aspirations and
choices. This is particularly the case when children are young, under 12 years old, and are
in creches and childminders. Also, while having support in the form of a partner/spouse
benefits some women, for others, when the choice has to be made about whose career
takes precedence, women are essentially downgrading their career expectations in favour
of their partner/spouse. Work-family conflict and the lack of available time, as a
consequence of having household and child care responsibilities, were linked by the
respondents to the difficulties they encountered in networking, which is discussed next.
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4.4.3 Networking
Data from the interviews regarding the impact of networking on female career
progression is presented in this section.

The findings highlight, in addition to the

importance of networking in the career success of managers that the managers are aware
that exclusion from the ‘old boy’ network is particularly damaging for female career
progression. Visibility, which was gained through networking, was also believed by the
respondents to be a key strategy in career progression. The interview data provides
answers to one of the questions posed in Chapter One:

o

Do you believe networking is important in terms of promotion in your
organisation?

All the interviewees acknowledged the importance of networking for career progression.
One third of the women recounted stories giving examples of how they had seen men in
their organisations overtly engage in networking activities in order to further their
careers. The link between the way these men networked and the importance of visibility
for career advancement was described by a number of the female managers:

Myself and a female colleague are working on a project. We happened
to he talking one day about a nude colleague of ours. I said to her ‘you
wouldn't believe this, I was in the canteen the other day and / was
saying to him there is so much valuable information now that we have
finished the project, that we need to harness it and if such a project
comes up again we need to have all this information documented so we
know what to avoid and what to do’. / explained to her that / had just
found out that he was after sending an email to all the members of the
board, proposing this same suggestion, as if it was his idea. He totally
ignores the fact we had ever had that conversation (IT Manager,
Financial Services, Munster).
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I have seen the way some men network and it’s not a pretty sight.
Everyone knows they are doing it, just to get in with the ‘in crowd’.
People talk about them behind their backs about how they are always
smooziag up to the most senior people, and there is this one guy who is
really junior, but wants to hang out with the ‘big boys’. But it’s working
for him, even though we are all saying he shouldn 7 he doing it because
he’s making a laughing stock of himself (Store Manager, Retail,
Connaught).

But I see people over-network also, and / think that’s funny and
hilarious. You can see men over do it, and because I’m in HR you see a
lot more of it. But / think you have to pace your own development and I
think, sometimes they get there too fast, and they get there for the wrong
reasons, and at the end of the day, that’s no good either. That’s only an
entry ticket, after that you are only as good as what you can deliver (HR
Manager, Manufacturing computer, Munster).

If a position became free, and if I was a senior manager, you’re going to
think of more male candidates than female candidates. They are going
to pop into your head because you socialise with them, you are more
aware of them, you are more in the loops with those people (Project
Manager, Manufacturing telecoms, Connaught).

There is this one guy who came in recently. From the outset he wasn 7
going to do the operational day-to-day stuff. He walks around with an
air of authority. He ran a country and western night once and we heard
all about it for over 10 minutes at a meeting, while other people do a lot
more and we never hear about those (HR Manager, Public Sector,
Voluntary Organisation, Leinster).
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We have a staff conference every quarter, with people presenting at it.
What is interesting is that two MCs are needed for each of them. Five of
them were done hy two guys that were more junior than me. But then
they dropped off the radar for a while because somebody actually said
to them that they were getting reputations for being comedians not
marketers.

So that was amusing that it backfired on them (Manager,

Finance, Leinster).

The guy who got the promotion recently is very good, hut he was on a
global team for a big project before this job, and got a lot of exposure
externally from that role. Fie is very political. He is a very nice person
hut he is very political He would be know to everybody, and would make
it his business to put his best foot forward, and to shake everybody's
hand, and to slap everybody on the back. A senior manager e.xternally
was pushing for him, so that’s why he got the promotion. He was better
networked, that was the only reason he got the job (Learning and
Development Manager, Pharmaceutical, Munster).

Almost two-thirds (nineteen) of the interviewees stated that although they realised it was
very important for their careers to be involved in networking, they did not enjoy having
to get involved. As a result of this these women chose to remain outside the networks.
Their decision was to let the quality of their work represent their ability and raise their
profile, rather than actively engaging in rising their profile through networking. This is
represented in the following quotations:

The guys who do least are the best at politics. They woiildn 7 be able to
make tea not to mind run a major account. There is politics here hut it
doesn 7 touch me, because I don 7 let it. But / see it in other accounts
that are very politically run. I just stay miles away from it. / don’t want
to be involved in it. I don’t mind people trying to claw their way up to

190

another level hy doing that, hut it's not something I’m going to do
(Supply Chain Manager, Manufacturing Electronics, Munster).

The golf takes place during the day. In big companies you have
corporate outings. You are either in it or you are not. I just choose not
to he. If you are not into golf you are making a conscious decision not to
get involved in that political game. I don 7 play. I would only he doing it
to he part of that 'circle ’ and that’s not on my agenda at all. I think you
can establish your reputation in other ways. Getting the PR is how you
participate at management level, how you come across, the work you
are doing and then the social interaction during the day where you drop
into your colleagues and you help them with something. You just do it
naturally throughout the day. It’s not just delivering, hut how you
deliver it. Also how you promote your own department and your own
staff. We are all at management meetings and we deliver our piece, if
you are well projected and well prepared, and you do your presentation
well and actively participate in those circles, that is what is really
important (Customer Service Manager, Banking, Leinster).

/ think that networking ability is one of the crucial aspects of the role. In
fact I think the most important issues facing women’s career is self
confidence and the ability to network. My weak side would he
networking. I never enjoyed it. I could not turn myself into the kind of
person network, in terms of self confidence. I just don’t have that
(Manager, Public Sector, Library, Munster).

I think the real issue where I have a problem is the whole area of the
networking and politics. The politics for me is a big issue. I would say
that is probably a weakness, that my boss has seen too. Not so much the
politics in terms of the one to one thing, hut more the politics in terms of
the networking. That would not be my strong point. I think maybe just
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that some people are horn to it. You can get more conscious about it,
and make more effort, hut it doesn’t come very easy to me. It’s not my
natural style or thing (Project Manager, Manufacturing Electronic,

Munster).

I know there are some people here ’knocking on door’s and I know /
could do a better job than them. But I can 7 bring myself to ‘knock on
the doors’. It’s Just not in me, and / don’t know if I want it to be in me. I
would like to impress by working hard as opposed to knocking on doors
and pestering people. There really is an ‘old hoys’ club here. You could
tell by looking in certain drinking establishments. Golf too. (IT

Manager, Financial Services, Munster).

It’s just not my style. I’m more focused on the task in hand and it’s
probably my weakness as well. It’s just not in me to do it. Some people
are good at that and it comes naturally to them. But it doesn’t come
naturally to me. I’m a bit straight down the line when it comes to
dealing with my people. I’m not prepared to butter somebody up. If I
don 7 think they are doing a good job then it isn 7 in me to say
othenvise. I’m lucky in that the business I am in is very results
orientated. So if you are making the money for people, they have to
acknowledge it. If the cash flow is there basically I’m going to have
decision making power and they will want to keep me. Luckily that’s the
business I am in (Commercial Manager, Recruitment, Munster).

/ don’t like getting involved in all that networking stuff. It’s Just not my
style. I like to get to know people and if I like them, then I’ll talk to them
and be friendly. If I don’t. I’d rather Just not have anything to do with
them. My work should speak for itself. I know it’s not the right strategy,
but it’s Just the way I am (Manager, Education, Connaught).
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The respondents also talked about how time consuming informal networking it, and that
for women with children, because it takes place after working hours, when children have
to be collected and housework has to be done, means it is just too difficult for women to
get involved in:

At times you can’t go out for drinks either if you have kids. But it’s all
about being in the right network (Production/Quality Manager,
Manufacturing Electrical, Munster).

It’s hard to get the networking and the day job done at the same time
(Regional Manager, Voluntary Organisation, Munster).

We had a race night in Wexford, and all the senior management went to
it. If your leg was cut off you would have to go there, because you need
to - you have to get on the right side of them. You have to do the
socialising, and drinking and chatting. Informal - nothing about work at
all, but you have to do it. Just like last night now. My boss was in
Killarney last night, and I was in Killarney yesterday, and we went for
dinner last night. Now I could have gone home, and would probably
have had to if I had kids at home, but I Just said ‘ well, do you want to
go for a bite to eat and we can have a chat’. Even though we did bring
work into it, it was still social networking also (Regional HR Manager,
Hospitality, Munster).

I think that networking is very' important for careers. Other people
might be better at it than I am, that’s just a personal thing, but
networking is very important. Perhaps because I stayed at home for a
while when I had my first child, I lost the ability to speak. I feel that I
can’t go up to people that I don’t know and start conversations with
them, which really is essential and importarit within any kind of
business. I think that maybe perhaps my interests have narrowed, simply
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for the fact of having children. You look after the children, you have to
do all the household tasks, so there is very little time for a lot of women
to do other things, or to have other social outlets, which is really very
important, to he able to have that ability to he able to talk, to network,
to meet new people etc. (Assistant Principal, Education, Leinster).

It's the kind of company that has the social side as well. There’s the golf
club, the GAA, all the things you do after work. There is also a sort of a
drinking culture, which might typically he male dominated activities. So
the majority of females don’t participate in them. Tm not a drinker. I’m
not into GAA and Tm not a golfer. Obviously if you wanted to
participate in them you could. I have decided not to engage in them.
There is a certain element of the ‘guys club’ where you go golfing and
then you go drinking afterwards. I don’t have an interest in that social
scene. I don’t think that I would do it for the sake of my career. I would
like to think that I would be able to progress my career without having
to do that. I know you’ve probably found in your research that you need
to do that in order to progress, but I would like to think that as a country
we are getting more mature, and I don 7 have to do that. I’d nearly go so
far as to say that I don’t want to have to ‘stoop to that level’ to progress
my career. I would like to prove myself based on my abilities rather than
my social facilities (Project Manager,

Manufacturing telecoms,

Connaught).

Two of the managers discussed the fact that men and women effectively network
separately and that the two networks are not integrated:

/ do feel the networking is among the men. The men will group and the
women will group. The women in the senior management team sit
together, so I’d say the women are as much to blame because we stick
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together too (HR Manager, Public Sector, Voluntary Organisation,
Leinster).

I’m on a team (HR, Logistics, Finance, Operations, Engineering and
Quality managers) - there are six of us. I’m on an all-male team. There
was a female quality manager on the team, hut she left. There was also
a logistics person (not a manager) on the team, hut she’s out on
maternity leave. When there were three girls and three guys, the
dynamic was completely different. I’m now the only woman and it’s a
complete hoys cluh. They are very nice and I get on really well with
them, hut, they are all clapping each other on the hack, and playing
foothall on Thursdays, and going to matches etc,. They would invite me
- asking if I’d like to come to the match, hut I don’t. Because I am
looking at them all week, and I don’t want to look at them on a
Thursday night. I’d prefer to he at home drinking a glass of wine with
my feet up. I mean they are grand, they are nice guys, a couple are
married, a couple aren ’t, hut I don’t want to he looking at them at the
end of the week (Learning and Development Manager, Pharmaceutical,
Munster).

Seven of the women stated that they were involved in networking, however, they
highlighted that the way they networked, was different from their male counterparts.
They indicated that they network less overtly and in more of a business focused manner:

You also need to he able to go in and meet people. I would always he
very conscious to network at a very subtle level. I should do more of
that. I have worked in quite a number of areas. This is my fourth role
within the hank so I’ve worked across divisions which is quite unusual.
But I’m conscious of the need to do that. That gets you better known so
people are aware of you (Manager, Finance, Leinster).
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They (men) have to announce it to everybody. And when they announce
it to everybody, there are so many problems and so much confusion and
hassle with people. We just do something without anybody knowing
about it and solve the problems - but nobody sees it - that’s just the way
women are (Production/Quality Manager, Manufacturing electrical,

Munster).

My networking tends to be on a non-gender basis, just getting out there
and meeting the people and delivering the business (HR Manager,

Manufacturing computer, Munster).

I think the men network differently with the CEO than / do. They go the
pub after work on a Friday, or they have taken up golf. I don 7 feel I
need to do any of those things, because the approach / have taken has
worked well for me. / would just pop into his office and say ‘what do
you think of this’ or 7 had a problem today and this is what happened’.
And then more formally, I would arrange meetings with him. The
relationship we have so far has worked very well. / don’t think / need to
network. Now maybe I am being naive, and maybe I should do that, but I
haven’t done it. Because we don’t have any women on the senior
management team, they tend to stick to their own. Now I’ve often been
there and he’d say ‘Oh do you want to come’, hut it’s a bit of an after
thought (HR Manager, Aeronautics, Munster).

You walk around the place and you talk to people and you understand
what is going on in the business. You can do it throughout the day. /
actually think women are much better at that. They have that ability to
do the social networking thing. It can be work i^elated for 95% of the
conversation. But 5% probably is the ‘soft’ side. There is that kind of
caring piece that comes across. You can often get more out of people
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because you have that side to your personality and nature, more so than
if you were male (Customer Service Manager, Banking, Leinster).

Only one manager was involved in a formal network, and this was a female only
network, established by her organisation;

The purpose of the network is to encourage other women. VLe' would do
things like master mind and discuss things. We did an experiment
recently where we brought everybody into a room and we used 10
minutes to discuss how is your life going and what are the barrier for
you in getting where you need to in your career. When you look at that it
was nothing to do with gender or anything like that; it was just when
you have other priorities, sometimes it’s not that easy to prioritise, and
women sometimes have more on and they are multi-tasking more. And
they were saying, yes, / need to ecjuip myself more, and I could work on
my career. It’s really to help others, especially the junior people, to give
them role models and some jorum to network (HR

Manager,

Manufacturing Computer, Munster).

Overall, the women in this study all realised the importance of networking for their career
progression. The importance of visibility for career advancement was identified by
almost half of the interviewees, and was linked to actively engaging in networking
activities. They also identified the existence of old boys clubs in their organisations, and
believed that because of both the times and the male dominated nature of the networking
activities, that they were not interested in being involved in these networks.

Despite

understanding that networking is crucial for furthering their careers, almost two-thirds of
the female mangers did not enjoy networking with their senior male colleagues as it took
them outside of their comfort zone. They believed that the quality of their work should
mean they do not have to network after working hours, in order to progress their careers.
This was despite the respondents reporting stories of how men in their organisations
overtly engage in networking activities in order to further their careers.

Where the
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female mangers were involved in networking they acknowledged that they do not
network in the same way as their male colleagues. They believe they network less overtly
than their male counterparts and in a more business focused manner. The link between
mentoring and networking was made by some of the women and is discussed in the next
section.

4.4.4 Mentoring
Chapter Two highlighted the importance of mentoring for female managerial career
progression.

The findings in this study suggest, in addition to the importance of

mentoring relationships for the career success of female managers, that the key benefits
of the developmental relationship include increase self-confidence, business knowledge
and visibility of the protegee. The interview data provides answers to one of the questions
posed in Chapter One:

• What role do mentors have in the career of a female manager?

All of the female managers clearly understood the benefits and the importance of being
involved in a mentoring relationship. Over two-thirds were actively involved in a
mentoring relationship and the majority had actively developed the relationship with
either their direct boss on the senior management team, or the senior manager in the
organisation. All but one of these women had mentors who were male. The reason given
for this was that there are so few women at senior management level who could act as
their mentors:

It’s the same in every school. All the guys at the top are men, so you
have no choice when you are looking for a mentor, it has to he a man
really (Manager, Public Sector, Education, Connaught).
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/ would find it easier to go to a man than a woman because there aren’t
a lot of women really. Not that I know of anyway (Customer Service
Manager, Finance, Leinster).

Only six of the interviewees were not currently involved in a mentoring relationship. Of
these women, two had previously had a mentor; and one would like to have one:

Looking hack there would have been senior people who would have
acted as mentors to me (Manager, Public Sector, Library, Munster).

/ don 7 have a mentor where / am now. At the start I would have had one
though. He took me under his wing (Customer Service Manager,
Banking, Leinster).

My boss is somebody / can talk to or go to, but he is not my mentor,
which is what / would love to get from him, but he’s not the type. And I
would be shy enough in discussing myself in that regard (IT Manager,
Financial Services, Munster).

For those involved in mentoring relationships, increased self-confidence; knowledge,
both of the job and the wider organisation; and career development advice were the key
benefits identified, as represented in the following quotations:

The mentoring relationship was vety much about trying to establish
where / was going. And it was because of my mentor that / put myself
forward for the opportunity'. / probably would not have put myself in the
frame for it otherwise. My mentor encouraged me to go for it. It was
very good for my profile because / then got known within the
department and in the associated company. / have a wider audience
now because my name is out there. It also did wonders for my self
confidence. Right from the .start my mentor said to me - tell them what
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you do. I also discovered that I wasn’t putting my name on things. /
would produce reports and I would never put my name on them. So I
said to her, even if you never taught me anything else, that was really
valuable. The visibility factor (Development Manager, Public Sector,
Health, Munster).

I find my mentor good in terms of the politics. He has a lot of skills in
that area. He is very strong there and is recognised for it. So / do find
that really helpful (Project

Manager,

Manufacturing

Electronic,

Munster).

My mentor has been hugely supportive of me. He has a lot of confidence
in me and 1 know that. I think he sees me as his little project at times.
He’d frecpiently ring me up out of the blue to see how things are. He is a
great guy. I have so much respect for him. / think he is amazing at what
he does. And for him to have such confidence in me, it lifts me and
makes me feel completely that I can do it. He pushes me a lot (Six
Sigma Manager, Hospitality, Leinster).

M\ mentor is a very approachable type of person, he is extremely
bright, and he is cpiite good at identifying potential people within the
company. If he feels that you show ability and an interest, then he will
encourage you all the way. He would have a handful of people that he
would he mentoring. From time to time he would drop questions like
how / think / am progressing, where do I see myself going, what can I
do. So it has been an ongoing process. That’s on an informal level. I get
on quite well with him because I would be very open and honest with
him. If I have an issue or a problem, or if I believe he is doing
something wrong, I would Just tell him upright and I think that he
appreciates that honesty. I think some other people don 7 find him as
approachable as I do, but I think that they just see him as the CEO and
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they are putting up their own harrier. / don 7 think that they are using
his expertise as much or learning as much from him as I am (HR
Manager, Aeronautics, Munster).

I would say my mentor is brilliant. We have a good relationship and he
is easy to talk to. He's great with career advice (Regional HR Manager,
Hospitality, Munster).

/ believe that my mentor has been a huge influence on me. He has been
very good on encouraging me in the education side, because he did
encourage me to do the Diploma. He was the one pushing me to do it.
Yes, he definitely encouraged me in my career (Production/Quality
Manager, Manufacturing Electrical, Munster).

Particularly on the operational side, / would go to my mentor for
advice. It is his strength really. / would also ask advice for other things
too. He would always encourage that (Account Manager, Call Centre,
Munster).

/ wanted to get the business piece. The one thing I wanted to he able to
demonstrate as I move up my career is that I have a very good sense of
technology and the IT sector. My mentor would be somebody who is
good at that. We have developed a good relationship. We would sound
off each other. We have discussed my career and he asks, what am I
going to do about certain issues, such as making sure when I do certain
assignments that they are the right ones. So I have a ‘To do’ list now of
actions (HR Manager, Manufacturing Computer, Munster).

One of the other issues to emerge in the interviews was the importance for career
progression of a mentoring relationship, particularly because of the increased visibility to
other members of the senior management team:
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It's important to have a mentor who can show yon the ropes, and can
make sure you know who are the right people to he involved with and
who to watch out for. He can then tell other people what you're like and
hopefully he speaks up for me in meetings and says / am good at my job.

/ know he does actually. That's a huge benefit for me because I want to
get promoted (Store Manager, Retail, Connaught).

It would be more difficult to move to the next level without mentoring
.support. It's because you think that one person will he really important
in fighting your corner, particularly because you are not well known to
the other senior managers (Practice Manager, Accountancy, Leinster).

When you are seen with the mentor you become associated with him. It's
as if if you are good enough for him to have coffee and a chat with him,
then the other senior managers notice you (Regional Manager,

Voluntary Organisation, Munster).

Only two of the women were involved in a formal mentoring relationship. They reported
mixed reactions to the process. One of the managers believed the system worked well, as
the mentor was assigned from an external organisation:

/ actually had a formal mentor who was external to the organisation. I
was lucky enough to get on the scheme. We had five mentoring sessions.
She was from Belfast and I found her excellent. It was very much about
trying to establish where I was going and how to get there

(Development Manager, Public Sector, Health, Munster).

While the other manager believed the system was not a fully developed mentoring
system, and hence did not deliver as much as it could have:
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Well, it's not really a mentor. It's more like they are meant to support
your development. It's slightly different to a mentor. My definition of a
mentor would he working with someone who is mentoring you - actively
working with someone - almost like .shadowing another manager so you
can gain confidence. That doesn't happen here. You are appointed a
line manager who is responsible for your confidence development and
your training, and generally gives you feedback twice a year. I generally
to date have not found that very good. I didn't get any formal training.
What has changed this year is that there was a new training course
brought out for managers. They invested a lot of time and money in it.
I've been taking part in it - there are perhaps 10 to 12 people taking
part in it. I found that training course excellent. And for me, I guess
that's the first proper competence development I have received. As part
of that course as well, you are also assigned a mentor. If you have any
specific questions ...to date I've oidy met with him twice during the year
...for an open discussion where you can discuss anything. That's been
great (Project Manager, Manufacturing, telecoms, Connaught).

Of the interviewees, three women talked about being mentors for other staff in their
organisation and the benefits of this relationship for them, in their role as mentor. They
talked about those they mentored as being primarily women, rather than men:

/ am one of those people who mentor other people, particularly for
people who would have worked for me previously. I would always
encourage people, saying ‘your next move is this or that'. Especially the
females. I would encourage them to ask for more money! It is difficult to
do, but much easier to talk somebody else into it. Am I brilliant at
myself? No. But I always encourage others (Manager, Finance,
Leinster).
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Yes, my mentoring role has actually grown, in terms of interpreting their
path and providing a neutral space for them to bounce ideas, ffind that
people use me a lot as a sounding hoard for issues that occur within the
organisation (Manager, Public Sector, Library, Munster).

If somebody new conies in from somewhere else, we would set up an
informal mentoring process. / would just offer my support in any way
that I could. Especially with newer people who would have taken up
more senior roles. And that is something that I would encourage with
my own staff also. I find that works well. Especially when people are
working harder and they don 7 have long lunch breaks - they tend to eat
something at their desk - so it is important that they are eased in gently

- so we would have a sort of informal mentoring process in place. It's
not something that is in the company formally, hut it is something that
should be looked at in the future. Some of them have moved to different
parts of the company and they would still ring for a chat. For instance
yesterday somebody rang me asking advice on what she should do. They
don’t take up a lot of time and it is nice to keep in touch - you actually
feel that you have achieved something. It is also nice when you have
mentored somebody and they are doing well and you see them moving
on. You feel you have contributed something to their career progression

(Customer Service Manager, Banking, Leinster).

In summary, the female managers were very aware of the benefits of being involved in a
mentoring relationship, both the career benefits and the personal development benefits.
Over two-thirds of the women were involved in mentoring relationships and the key
benefits identified were career development advice, visibility and increased selfconfidence. Only two of the interviewees were involved in formal mentoring schemes,
the remainder were all informal relationships which had developed mainly with their
direct senior manager. While three women were acting as mentors for others in their
organisation, it was most often for other women. They explained that they enjoyed
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encouraging these women. This issue is linked to the area of role models, which is
discussed in the final section of this chapter.

4.4.5 Role Models
In this section data from the interviews regarding the influence of role models on female
career progression is presented. Chapter Two highlighted the importance of role models
for female career progression. It also noted however that the lack of women in senior
positions in organisations, to act as role models, operates as an obstacle for female career
progression. The interview data provides answers to one of the questions posed in
Chapter One:

o

How do role models influence you in terms of promotion in your
organisation?

The findings from this study highlight that female managers choose role models inside
their organisations, rather than outside. The gender of their role model is then limited as
result of there being so few women on the senior management team in their
organisations. Only three of the managers had a woman as the general manager/CEO of
their organisation:
There is a vice president of operations, he’s the managing director
basically. He's male. There is also a finance director, who is male. A
logistics director who is male. The engineering director is male. A
cjuality director who is male and a HR director who is male. So there
are no women at that level (Learning and Development Manager,
Pharmaceuticals, Munster).

They are all men on the senior management team. Underneath them you
would have the executive management team and there are two women
on that, out offifteen (Account Manager, Call Centre, Munster).
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Out of the senior management team there are two women out of about
ten. A small number. On the next level clown there would he maybe
70/30 or 60/40 men to women. What you find is if you don 7 provide
flexible working at some stage, partieularly at senior level, they are not
in a position to give the job any more because they have other
commitments outside (HR Manager, Manufacturing computer, Munster).

Of the seven people of the senior management team none of them are
women. There are a lot of middle managers that are women, hut none of
them make it to director level. / think its because they all get married
and have children and they get side-lined. I think they side-line
themselves (Regional HR Manager, Hospitality, Munster).

There are roughly ten to fifteen on the senior management team. They
are all men. There are no women at this level. Of the thirty at my level,
four of those would be women, including me. I would say we probably
don’t have a core offe nudes with the right degree of experience, that is
time in the Job. The more experienced women left when there was a
package given. That tends to happen also if there is somebody with a lot
of e.xperience but they are at a stage where they have a lot of small kids.
So that was a choice they made rather than a lack of opportunity. But
there certainly wouldn’t have been a lack of ability there (Project
Manager, Manufacturing Electronic, Munster).

There is one female senior manager out of six. And at my level five out
of ten managers are women (Manager, Business Advisory Service,
Leinster).

There is the chief e.xecutive, HR director, marketing director, customer
e.xperience director, finance director, technology director and customer
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care director. Three out of those are female, which is a very high
percentage / would imagine (Marketing Manager, Telecoms, Leinster).

Over half of the women in this study recounted how senior women had left their
organisations because they were unable to successfully combine family responsibilities
and their management careers. The respondents also reported how women in their
organisations were currently trying to balance the two. These accounts highlighted how
the senior women in their own organisations were acting as role models. These women
were however, acting in a way that was not encouraging the female managers to want to
progress to senior management positions;

There is no director going home to pick up a child from school, and
there is no director taking parental leave. We did have a cpiality
manager who was a very talented woman, who, when our quality
director left she went into the role temporarily, hut turned down the
position when it was offered to her. I believe the reason she didn 7 take
that job is because she wanted to have a family, and she knew there
would be no possible way she could at that level. (Learning and
Development Manger, Pharmaceuticals, Munster).

I’ve seen it in my company where women have babies at senior
management level. They are not considered to be top of the list
anymore. Their commitment to the job is seen to be in question (wStore
Manager, Retail, Connaught).

We had two senior female managers in the past and they ruined it for
everybody, because they both turned out to be ‘not so good’. It looked
like they just .slacked off a bit when they got the senior positions and
started to make excuses about having to stay at home to mind their kids.
'They showed a lot of interest in getting the senior positions, hut once
they got up there, they didn’t live up to the e.xpectations set. I’ve realised
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because of them that you need to have a really good support system
around you otherwise you cannot give senior management the time it
needs. That will he an issue for me if I am promoted (HR Manager,
Aeronautics, Munster).

One of the senior women would always have been very hard working.
When she got the position here first, she worked very hard and was
promoted a few times within a few years. But now she is on maternity
leave and going back to work in January. But at the moment she wants
to go hack part-time. So for her the career thing is definitely not as
important as it was before. She says she has realised that it’s not her
priority anymore which is very sad after putting in all that effort for so
many years (Finance Manger, Software, Connaught).

There are a number of female managers at my level here. There should
have been a lot more though. There were a huge amount of female
managers when f joined first, but gradually they have left. / think a lot
would be because of the work-life balance side of things. But there
would he one or two who would be very career orientated. Certainly
early on when you join the company first it is very impressive that the
senior person is a woman. So you would be inspired by her. But I
suppose the longer you stay with the company, the more familiar you
become with how it works, the politics, you become cjuite cynical and
say well it’s fine for her, she has a husband who stays at home - he is a
full time house husband. She basically is the career person in her house.
If I hadn 7 had the baby, and this happened, it would be very clear to me
that ‘yes, I have to apply for the next promotion role. That is a dilemma
because work is important to me and / do enjoy it and / obviously enjoy
getting paid at the end of it. But not to the .same degree as / did before
the baby. / would work long hours in the past hut now I just can 7 do
that anymore. This promotion probably would involve a lot of stress and
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prohcihly no chance of parental leave (Marketing Manager, Telecoms,
Leinster).

In the management group there is one woman with a child. That very
definitely has a huge influence on what she can do workwise. She now
has constraints on her time that she would never have had before. There
would he an expectation in this organisation that if something needs to
he done, it gets done, regardless of whether you are here until 5.3()pm
or 9.3()pm. If somebody has to pick a child up from a creche, they can't
do that. So it brings extra pressures onto that woman. Because, she
knows, when she is walking out the door that there are people who are
very annoyed with her. She is not achieving what she would have
achieved eighteen months ago. She would definitely bring work home
with he now, but in many incidences work needs to be sent off by 7pm. If
you have gone home with the file to work on it, then it can't be sent (ff
at 7pm. So it means that your work is falling to someone else to do,
while .she goes home. This particular woman would always have been in
work between 7.3()am and Sam. Now, she has told everyone she can't
make it to work before 9am. 7he system meetings are scheduled for
S.3()am for her to attend. She has made an arrangement to finish work
early, but something will always come to her desk at 4.2()pm when she's
supposed to finish at 5.3()pm. And that's not people making a big deal
out of her. They just forget. / don't think for a minute that she is being
victimised. It is not taken into consideration. I couldn't imagine myself
having children and working this job after watching her. The two are
Just not compatible at all (Manager, Business Advisory Service,
Leinster).

I’ve had all male bosses. They have always had a person at home taking
care of the kids. I don 7 want that. I want to do it myself My previous
boss worked evety hour god sent and made lots of money. He also
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travelled a lot. His idea was that he would work like mad until he was
50 or 55 and then retire with lots of money and spend time with his kids.
But they would he all grown up by that time and probably saying ‘well
who are you now?’. So I don’t want that either (Finance Manager,
Public Sector, Health, Munster).

There was a woman in marketing who was earmarked for promotion to
the senior team, hut she left when she got married and had kids. She did
come hack, hut as a consultant. That might he the only way to make the
two work (Regional HR Manager, Hospitality, Munster).

There would he a 7am to 7pm culture here. I’d say also that most of the
partners kids would he grown up so they would he gone past that stage.
There is one woman who is the first at the senior level to have children.
She will have a lot to overcome to change the culture in the work life
balance zone. It’s the whole ‘what are you perceived to he doing if you
are not there’ attitude. But just because you are not there for ten hours
does not mean you don’t get as much done in five hours. You want the
best for you and the kids; you want the career and the money hut what’s
the point in having kids if you are not around to bring them up. I see
how hard it is going to he for her. When you are career driven it is very
hard (Practice Manager, Accountancy, Leinster).

I can’t remember one case where having a child has not had an impact
on career. The most ambitious people come hack afterwards, and their
ambition has been slashed by about 50 or 60%. That has happened to
even the most ambitious people that I have known. So if it happens to
them, I am pretty sure it would happen to me. I do like to keep bu.sy so /
can’t see myself being a stay at home mum. But if people want to do it
that’s fine. So I think the biggest self imposed ceiling is not your
husband, but children are the one (Manager, Finance, Leinster).
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In summary, the women in this study used women in their own organisations as role
models, rather than other high-profile women in senior positions, external to their
organisations. Over-two thirds of the female managers believed that when examining
female role models in their own organisations, they had seen the difficulty of combining
a managerial career and children. Having watched these women struggle, the respondents
were re-examining their own career ambitions and beginning to make decisions about
whether or not they wanted to continue to advance their careers any further, because of
the difficulties they had seen. This was true for both those who had children, and those
who did not yet have children.

4.5 Summary
This chapter presented data collected from the interviews conducted with thirty female
managers in middle-level management positions. The interview guide which was used as
the basis for the interviews is presented in the Appendix. A number of key themes
emerged during the course of the research, which are analysed and interpreted in the
followirug Chapter. This analysis is presented thematically, using the context of the
research objectives and questions posed in Chapter One, and the literature presented in
Chapter Two. These themes have also led to the development a model of the barriers to
women’s career progression and the decisions they are making which are preventing
them from reaching the most senior managerial roles in organisations. This model is
presented in Chapter Six.
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Chapter 5: Analysis and Discussion

There is no harm in doubt and skepticism, for it is through these that
new discoveries are made (Richard Feynman, 1985).

5.1 Introduction
The discussion in this chapter centres on the thematic areas presented in Chapter Four.
For a systematic approach, the same broad themes from the previous chapter are used to
frame the analysis, with the themes numbered in parallel in both chapters. The discussion
reveals how the current study confirms, challenges, or adds to previous literature in the
field of women in management. As this study focuses on those women whose next career
move is to the senior management team, the data in this study should additionally, make a
specific contribution to research on the glass ceiling.

5.2 Career Choices of Irish Female Middle-Level Managers
As discussed in Chapter Two, it is acknowledged that in the contemporary business
world, the traditional career is no longer the standard by which all careers are measured
(Ackah and Heaton, 2004; MacDermid et al, 2001; Arthur and Rousseau, 1996). The
likelihood of having one employer for life and moving vertically through that
organisation is no longer as predictable as in previous generations. The changing nature
of careers and employment patterns has had unique consequences for women, more so
than men, according to Murrell and James (2002).

In this study, 43% of the respondents (thirteen) indicated that they wanted to progress to
senior management positions in the short and medium term. Interestingly, of those who
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wanted to pursue the next logical career move to a senior role, the majority (85%) had no
children. Over half of the female managers (57%), however, did not want, and had no
I plans, to progress to the senior management team in this time frame. Of these seventeen,
65% (eleven) had previously wanted to reach senior management roles, but had re
evaluated this career aspiration when the issue of bringing-up children became a
consideration in their lives. Seventy-one percent of these women who did not aspire to
the senior management role already had children and 60% (nine) of those currently
without children, believed that having children in the short to medium term would negate
the opportunity to pursue this next career step.

The findings suggest then, that in agreement with Greenhaus and Callan’s (1994)
argument, career development, while an on-going process, can be broken down into
relatively predictable stages or phases in an individual's career. The findings in this study
also concur with Inkson (2007) and Levinson and Levinson’s (1996) discussion on early
and

mid-career stages which are particularly difficult for career women. The

responsibilities associated with child bearing and child rearing coincides, or more
precisely, collides, with early and mid-career stages, which are 25 to 45 years old. The
reality for the female managers in this study was that the majority had attained middlelevel management positions in their 2()’s and 3()’s, causing tension in their lives in trying
to find a match between their career ambitions and their desire to have children. In
agreement with Roberts and Newton (1987), the respondents argued that while their
career had been their priority in their 2()’s, moving into their 30’s meant that family and
marriage became the priority.

These childbearing years, as noted by Barwick (1980) hold no tension for men, as they
are not the gender which can biologically reproduce. The findings of this study reveal
that career and childrearing would appear to be incompatible with continuous career
advancement, as it is only women who must take time out of their career to have children.
As noted in Section 2.2, the amount of time women are entitled to take under the Irish
legislation is much greater than in previous years. Women can take 42 weeks, or over 10
months in total, away from their work in order to raise their newborn child. No such leave
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is granted to the father of this child. The result of this anomaly is that women are
effectively putting their careers on hold while they have a child. This is something which
their male counterparts do not have to do. Many of the women in this study highlighted
that time away from the office means women are ‘effectively forgotten about’ in the
promotion race. Importantly, when this point is considered along with the significance
afforded by the respondents to visibility for career advancement, it is clear that the
overall effect of childbearing coinciding with mid-career, for women, is detrimental for
the female career.

The majority of the respondents in this study, concurring with Van Maanen and Schein
(1977) articulated that their future career development would essentially be a process of
combining their individual career goals with the opportunities or limitations that exist in
the external work-related environment. For these female managers the opportunities and
limitations were identified as being children and their husband’s/partner’s careers. In
agreement with Powell and Mainiero (1992), the respondents identified these two issues
as overriding concerns in their lives when discussing their own careers. This study
highlights however, that the individual stages of each of the two concerns is crucial to the
decisions female managers make about their careers in the short and medium-term.
Interestingly, when identifying the issues relating to children in making future decisions
about their careers, the respondents argued that the age of the child was crucial in
women’s career development. The respondents explained that having children under 12
years old, combined with a middle-level managerial career, resulted in significant
complications in their lives. They argued, considering their current level of difficulty in
combining the two, that it would be ‘impossible’ to combine both these elements in their
lives with a senior managerial career. When questioned further about this issue, the
women were very clear in their views. They argued that they had seen the experiences of
other senior female women in their organisations and believed that the two could not
successfully be combined at the senior management level. This issue is discussed in more
detail in the section on role models. Section 5.4.5.
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The second issue of concern identified by the respondents in their career development
plans was their partner or husband. The female managers believed that the stage of their
spouse or partner's career also had an impact on their future career development plans
and decisions. Interestingly, six of the respondents explained, that although they were
part of a dual career couple, they would want to give their husband’s/partner’s career
priority, if one career had to ‘take a back seat’. The key reason given was that their
husbands/partners were earning more than they were and that the person with the highest
income would be the most logical person to pursue a career. The high cost of childcare
was noted as a significant factor in the decision about which partner’s career should come
‘second’. This finding agrees with Guteaman (1991), who argued that in an effort to find
a balance between career and family, dual career couples have to address the difficult
choices between ‘we’ and ‘I’ in terms of agreeing priorities and timing issues. One
woman also explained that she had to make career choices based on her husband’s
consideration of her career. She believed that her husband did not want to be seen as a
‘house husband’, while his wife had a successful career, and therefore, she had given up
her career many years previously. She highlighted however that she was no longer
married to this man and had resumed her career as it ‘was important’ in her life and that
she previously had ‘missed it’. The findings, therefore, reveal that a husband/partner’s
career stage also plays a significant part in the choices made by female managers in their
career development.

The findings in this study on career choices reveal an important issue related to how
women make progression choices during their careers. Large and Saunders (2005)
presented a career decision-making model based on effort and outcome. In this model,
they argued that women as.sess the value to themselves of a promotion and then assess if
their efforts will lead to attaining the promotion. Interestingly, the respondents in this
study revealed a different approach to decision-making on this issue. The majority of the
women in this study (57%) explained, that when considering both their current role at
middle-management level, and their career aspirations, they essentially undertook what
can be termed a cost-henefit analysis. They first identified the benefits associated with
moving to the senior management team. In this study these were principally a sense of
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pride and achievement, the prestige of the role and the Financial rewards. The respondents
then examined the costs of holding a senior management positions; most often cited were
the time commitments involved. A cost-benefit analysis was then conducted by each
woman, with a decision reached, which was individual to each woman and to both her
professional and personal context. In terms of representative responses, as one respondent
(without children) commented, T always thought I was an ambitious person, but I realise
now there is no way I could do the job if I had children’. While another manager (with
children) highlighted that she ‘wouldn’t have the inclination to go to that level now. I
would have to give up too much’. The respondents explained how they had to actively
weigh up the costs and the benefits of attaining their career aspirations, and had to make a
‘logical choice’ based on this information. Importantly, in terms of the numbers of
women attaining senior management positions in the future, this calculation results in the
female incumbents, choosing not, in the short and medium term, while their children
were young, to pursue a senior management position. Interestingly, this study, therefore
reveals, that the family life-cycle affects the career choices women make.

Of the career development models examined in Chapter Two, one of the most recent
models of female career development is the model presented by O’Neill and Bilimoria
(2005). These authors stress the importance of having a separate model for women and
suggest three age related stages. These are idealistic achievement, pragmatic endurance
and reinventive contribution. In the idealistic achievement stage, women are proactive in
taking steps to ensure career progress. In the pragmatic endurance stage, women manage
both personal and professional responsibilities, often faced with making career choices in
this stage. The final stage, reinventive contribution, women essentially reclaim their
careers, without a negative impact on their personal lives. The findings in this study build
on this model by using the family life-cycle, rather than the individual’s age, as the
foundation for a new model. The respondents believed that the age ot their children was a
significant influencing factor in their career decisions and choices. This new model is
presented and discussed in detail in Chapter Six.
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Overall, it is clear from this study that having children has a significant negative effect on
the career aspirations of female middle-level managers. This is essentially because the
age at which they are planning to have, or already have young children, i.e. under 12
years of age, collides with the stage in their career where they are making choices about
their career goals. The respondents have proactively conducted a cost-benefit analysis of
their career aspirations and personal circumstances, and made a choice to remain, in the
near future at middle-level management positions. Almost one quarter of the female
managers (seven) were actually deciding if they should leave their careers temporarily,
whist their children were young, or take a reduced working week; both of which they
were aware, would be detrimental to their future careers. This is a disturbing situation, at
a time when women are actively being encouraged both at school and by the Irish
government to aspire to senior management positions.

The following sections discuss the key elements identified by the female managers as
factors they included in making these choices.

5.3 Attitudinal Elements of the Glass Ceiling
The negative effect that societal attitudes, gender stereotypes and organisational culture
have on female career progression was discussed in Chapter Two. Mirroring the sequence
of Chapter Four, the discussion of themes in this section is divided into the following
subheadings:
•

Societal attitudes

•

Gender-based stereotyping

•

Organisational culture

5.3.1 Societal Attitudes
Attitudes towards women working in paid employment in Ireland have changed and
become more positive over the last three decades. The findings in this study, suggest,
however, that that the traditional attitude, of men’s role in society as the main
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breadwinner, and women being responsible for caring for the home and for children,
remains prevalent in contemporary Irish society. Seventy percent of the female managers
in this study identified this traditional outlook on the role of women in society as
negatively affecting their career progression. The respondents argued that men and
women play two different roles in the wider society, with men taking on the role of
leaders, and women of homemakers. This is translated and replicated in the attitudes
displayed in the workplace. The sentiments of the respondents were captured succinctly
by one woman who said, ‘at the end of the day, the children have to be looked after and
so the woman has to forgo her career’. This agrees with Cleveland et al (2000) who
indicate that gender stereotypes convey the notion that men should have power or
influence over women, especially in the male domain of the workplace. This also mirrors
Adler’s (1987) view that societies do distinguish between m.ale and fem.ale roles in
society, and agrees with previous findings of Davidson and Cooper (1992), that
differences between men and women in society, are viewed by organisations as being
negative for women.

The majority of the respondents (93%) shared the views that when both a husband and
wife are working, and a child has to be collected from a creche or from school, that it
would be most unusual for a man to be the one to leave work early to do this. As one
respondent commented ‘the CEO doesn’t expect the men to have to take time off to look
after the kids, because they are men, and men don’t do that’. Similarly, another manager
explained how she felt when her senior manager availed of parental leave ‘I remember
when my boss took parental leave, I thought that it was excellent that he would do that,
because he was a man’, highlighting that it is not only men who view women’s role in a
stereotypical manner. Women also view men’s role in a cliched way. The female
managers in this study believed, that childcare was a role which women perform, not
men, and one which has a significant negative effect on female career advancement. The
respondents spoke about the situation when a woman leaves work early to collect a child,
that the senior managers are concerned about how committed she is to her career. This is
in agreement with Powell (1993), who suggested that commitment to a career is
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measured by the amount of time spent in the office rather than productivity levels whilst
in the office.

This gender-stereotyping is also echoed in the pressures associated with the distribution
of household responsibilities between the two genders. As highlighted by Crittenden
(2001) and by an ESRI report (2005), women perform the majority of unpaid household
work. In this study the majority (93%) of the respondents agreed with this breakdown,
and also identified that house-work and household duties were seen by as something
which they believed women were expected to do by society. Confirming this view, one
woman explained how her partner would make dinner for them but would not go to the
supermarket or do the washing. While another respondent recounted how her ex-husband
was happy for her to have a part-time job, and bring in ‘pocket money’, but not happy for
her to have a career. These findings concur with Lahtinen and Wilson (1994), who argue
that women’s work remains inextricably linked to unpaid work in the home. The views of
Hochschild (1989) are also reflected in the findings, in that women are essentially
working a second shift at home, after their first shift at work is completed. A number of
the female managers recounted stories of situations in their organisations where the male
mangers of their senior management teams had ‘stay-at-home wives’, making it ‘easier’
for these men to commit to their managerial careers. Importantly, the findings reveal that
domestic responsibilities cause significant tensions and stress tor women in managerial
roles; something which their male counterparts do not have to deal with.

The interviewees additionally highlighted that the role of a house-husband was one which
was uncomfortable for a man, even in today’s society. As one woman recounted ‘my exhusband did not like being known as the househusband. He hated being called that’.
Another woman also identified that although her partner ‘thought he was a new man’,
that he wasn’t ‘as comfortable in the role as he thought he was’ and that ‘she didn’t think
any man would really be’. This agrees with Burke and McKeen’s (1994) and Scase and
Coffee’s (1989) conclusions, that the expected role of women in society and their actual
roles differ, causing women to experience greater levels of stress and pressure in their
careers, than their male counterparts.
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Interestingly, the female managers in this study believed that the stereotypical attitude
towards women’s role in society affected them directly, regardless of whether or not they
already had children. All of the women without children, talked about the time when they
would have children, and how stereotypical attitudes about women and their role in
society would then negatively impact their careers. This concurs with the views of
Schwartz (1989:67) who argued that men continue to see ‘parenting as fundamentally
female and a career as fundamentally male’. Their expectations were that the two roles
would collide, causing them to effectively have to stall their career progression. Previous
research emphasises the incompatibility of the dual roles of family and career for women
(Marchesse et al, 2002: Greenhaus and Beutell, 1995), which is dealt with in more detail
in Section 5.4.2.

Overall, the findings in this study reveal the prevalence of stereotypical attitudes towards
women’s role in society; which is that it is essentially an unequal one, making it very
difficult for a woman, compared to a man, to pursue a managerial career. This theme of
stereotypical views about men and women’s role in society is expanded on in the next
section and the impact of gender-role stereotypes on the managerial profession is
discussed.

5.3.2 Gender-based Stereotyping
As discussed in the section above, the respondents in this study highlighted that societal
attitudes towards the roles played by men and women are carried through into the sphere
of managerial careers. The notion of management as a male career, and the consequent
negative effect on female career progression has been identified by many writers,
including Marshall (1995), Berthoin-Antal and Izraeli (1993) and Schien (1975). As
Powell (2003) asserts, studies conducted over three decades have concluded that a
manager is most often described in stereotypically masculine characteristics. The findings
in this study are in agreement with Schuck and Liddle’s (2004) study which highlighted
that stereotyping of women was seen by women, as a critical barrier facing them in their
careers.
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The notion of how women are expected to behave as managers was noted by 60% of the
respondents. The findings therefore support Heilman’s (2001:658) categorisation of
‘prescriptive stereotypes’, where women are viewed as having particular traits, such as
helpfulness, selflessness, sympathetic and concern for others, whereas men are viewed as
‘agentic’, that is aggressive, independent, decisive and forceful. This also concurs with
the observations of O’Leary and Ryan (1994), who argue that these gender specific traits
are often generalised. The respondents in this study recounted negative stories about
women in their organisations who had ‘adopted male characteristics’ in order to ‘succeed
in management’, mirroring Heilman’s (2001) view, that these agentic characteristics are
positively valued for men and yet are prohibited for women. The views of the
respondents were, that although it was be accepted for a man to behave in an agentic
manner, this was not acceptable for a woman. As one manager said ‘it’s not what you’d
expect from a woman’.

The respondents also remarked that they disliked all of these women who behaved in an
agentic manner, and talked about them in a disparaging way. This reflects Heilman
(2001), Jago and Vroom (1982) and Bartol and Butterfield (1976), each of whom
emphasised that the consequences for women who behave in a non-stereotypical manner,
are negative. This also agrees with Kanter (1977) who argued that ‘token women’ are
likely to be highly visible in an organisation and thus likely to find themselves evaluated
on the basis of sex-role stereotypes. As noted in Chapter Four, vertical segregation
existed in all the organisations studied, with only a minority of women holding senior
management positions. The findings here suggest, in agreement with Ely (1994),
Davidson and Cooper (1992) and Kanter (1977), that because the percentage of men in
the most senior organisational positions is so high, male colleagues have become the
reference group for these women. The result is that they identify more closely with male
attributes, and ‘act like a man’, in order to gain acceptance by those men, who appoint the
senior management team.

Additionally, 16% of the respondents noted that men and women communicate
differently and recounted stores which highlighted the differences. As one respondent
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highlighted ‘men don’t have the same interpersonal skills’. They also noted that these
different communication styles resulted in men and women adopting different leadership
styles. This is in agreement with the findings of Tannen (1990), who argued that men and
women communicate differently; with women's communication style being more
egalitarian and seeking the input of others to make decisions based on the wishes of all,
leading to a more transformational style of leadership. Eagly et al (2003) have also
highlighted that these types of relationship-orientated leadership behaviours are
considered more effective than more male orientated transactional behaviours; indicating
that women do have the skills and behaviours needed to succeed in senior management.
The findings in this study suggest, however, that although male characteristics are seem
as the ‘norm’ in managerial positions, this does not mean that these are necessarily better
than female characteristics. They continue to prevail, however, as the ‘accepted norm’,
causing some women to believe that they need to imitate the manner in which their male
counterparts behave, in order to attaining the coveted senior management roles.

In summary, in this study the respondents identified men, both in their personal and
professional lives as having traditional attitudes towards women. Importantly, the
findings reveal that women themselves, however, also hold stereotypical views about
women’s role in society, particularly in relation to women being primarily responsible for
the care of children. It is important for us to understand, and be aware of, stereotypical
attitudes; as Schein (1994) posits, when these people become the senior managers of the
future, their stereotypical attitudes are likely to limit women’s promotion to the highest
organisational positions. The respondents indicated that organisational culture also had a
significant negative effect on female career progression and this is discussed in the
following section.

5.3.3 Organisational Culture
The impact of the senior manager in the organisation on the development of the
organisational culture was noted by the female managers in this study. This reflects
Thompson and Graham (2005), Maddock and Parkin (1994), and Rothwell (1984), who

222

highlight that it is the style and personalities of men in the most senior management
positions which essentially create the organisational culture which permeates to all levels.
In this study the managers identified both positive and negative effects of this situation,
with more negative than positive accounts. The impact of the CEO in this regard, was
evident in this study. Respondents noted that although family friendly polices were a
feature in their organisations, the CEO ‘frowned on’ ‘his’ managers availing of these
policies. Although such policies were available in most organisations, the CEO did not
believe that managers should be availing of these polices. This study also confirms
Simpson (2000) and Ely (1994) who posit that organisations with few senior women are
less accepting of attitudes, behaviours and values that are typically associated with
women, such as availing of family-friendly policies.

In agreement with Olsson and Pringle (2004) different and parallel cultures were found in
this study between public and private sector organisations. In the public sector, the
female managers believed they had more Oexibility in relation to hours of work and were
able to avail of work-life balance policies. They believed neither of these would be
unavailable to them in the private sector. This was evidenced in the case of two of the
managers in the public sector; they were already working, or about to work, non-standard
hours, both in their managerial roles. These two women, however, stated that they could
not hold senior management positions in their organisations, if they continued to work
these reduced working hours. As one woman commented ‘you could do the job part-time,
but you couldn’t be seen to do it. It’s all about perception’. Essentially, for this manager,
it is still about organisational culture. Of the women working in the private sector, those
taking parental leave believed it was something they could only do for a short-time, as,
they would be seen as ‘not being committed’ to their management careers if they wished
to remain working non-standard hours. The impact of organisational culture was thus
evident in the operation of family-friendly policies for those at management level.
Importantly, as the majority of senior management positions in the organisations studied
and in miost organisations, are held by men, the impact of their approach to organisational
culture i s a cause for concern.
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The impact of organisational culture on female career progression was particularly
evident in the long hours and ‘presenteeism’ culture of the organisations in which the
respondents worked. In agreement with Rutherford (2001), this practice of spending
longer hours at work than are contractually required was a feature of managerial life for
the majority of the managers in this study. Solomon (2000) and Wellington et al (2003)
caution against this as this type of organisational culture, as it acts as a barrier for women,
more so than for men who are seeking to progress to the senior management team. The
respondents agreed with this viewpoint, highlighting accounts where it was impossible
for them, or for other female managers in their organisations to meet the significant time
demands placed on them as ambitious managers, once they had children. This was true
for both the women who already had children, and for those who did not yet have
children. The women without children were already very concerned about how they
would meet the requirement for career progression, of the long hours culture, once they
had children that needed to be collected from a creche or a childminders. As noted earlier
(Section 5.3.2), men in senior positions have wives who ‘stay at home’, allowing them to
work these long hours. This concurs with Rutherford’s (2001) assertion that the long
hours culture in management, acts as a ‘means of closure to exclude women, because
fewer women than men are able to comply with’ this requirement. Importantly, this acts
as significant impediment to female career progression.

The respondents also noted that they were expected to be on call whilst at home, to take
work home and to take calls from overseas in the evenings, thus extending the working
day beyond the normal 6pm, often to 8pm. This confirms Rutherford’s (2001) argument
that the divide between home and work has become blurred, and acts as a rationale for
men to believe that men are better suited to senior management positions than women.

The impact of the senior managers on the creation of corporate culture was again noted
by the w'omen. As one respondent highlighted that if senior managers are sitting at their
desk at 8pm in the evening, they are creating the long hours culture, because as she said
‘it is very difficult for one of us to get up and walk away from our desks’. She added that
‘I think at times that level don’t understand what kind of influence they are having’. It is
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clear, therefore, that the creation of this non female-friendly CLilture acts to the
disadvantage of women.

It is evident, therefore, that the presenteeism culture, which was pervasive in the
organisations in this study, is thus essentially inequitable for women. As Meyerson and
Fletcher (2000) reflected, this culture is so deeply embedded, that it practically
indiscernible. Interestingly, it was clear that none of the women in this study perceived
this culture as discriminatory. Rather, they accepted that that was the way the system
operated once they attained middle and senior management positions. They accepted that
they would either have to make changes in order to adapt, or make decisions not to
pursue their careers any further, while their children were young. The respondents
believed that once their children were in secondary school, that is, over the age of 12, it
might be possible to reengage with their careers in management. In light of the changing
demographic profile of Europe, and particularly in Ireland, this does not bode well for
organisations that will

need to strategically plan their future human resource

requirements.

In summary, the findings in this study reveal that gender-based stereotypes and
organisational culture continue to sustain the glass ceiling for women whose next move is
to a senior management position. Importantly, while the female managers believed that
stereotypical attitudes towards women prevail both in society and in organisational life,
women themselves are responsible to some extent for the continuance of these attitudes.
Additionally, and significantly, over half of the managers were unsure of their next career
advancement move, specifically because of childcare responsibilities and the nonalignment of organisational culture with women’s need for flexibility in the managerial
profession. The following section builds on these issues and examines a second set of
factors which negatively impact on women’s career advancement.

225

5.4 Structural and Institutional Elements in the Glass Ceiling
Continuing the theme of elements of the glass ceiling which negatively impact on female
managerial career progression, this section discusses how organisational policies and
informal processes impact on female managers at middle-level positions. The discussion
of themes in this section continues to mirror the findings as set out in Chapter Four and is
divided under the following subheadings:
•

Selection and promotion policies

•

Work-family conflict

•

Networking

•

Mentoring

•

Role models

5.4.1 Selection and Promotion Policies

The findings in this study confirm Hirsh and Jackson's (1989)’s view that despite all the
evidence which shows that the interview as a selection tool is unreliable and more likely
to facilitate bias against minority candidates, the interview is still the most popular
method used in promotion competitions. Coughlan (2002) has highlighted that in Ireland,
an unclear set of criteria are often used by organisations in relation to promotion
decisions. The respondents identified that visibility to the senior management team, who
make the promotion decision, is critical in achieving promotion, echoing Coughlan’s
(2002) assertion, that subjectivity is often allowed to play a role in promotion decisions,
rather than the use of an objective set of criteria. In agreement with findings from Cross
and Linehans’s (2006) Irish study, the respondents in the current study believed that the
lack of a transparent, objective promotions policy works to the detriment of women, more
than men. The reason given by the respondents was linked to the amount of networking
done by their male colleagues with the senior management team, versus the amount done
by the female managers, an area which is addressed in more detail in Section 5.4.3. As
one of the respondents said ‘if you want to be promoted, you need to be visible. The
senior management team need to know who you are’. This point was raised by women
both in the private and the public sectors. The respondents indicated that despite the
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e^peration of strict guidelines in the public sector regarding appointments, those who are
not known to the senior management team are unlikely to get promoted. This indicates
that despite the introduction of a set of policies in order to remove subjectivity in the
promotion process, it still persists.

Importantly, taking time out of a career for maternity leave was also viewed by the
respondents as being detrimental to the career of female managers. This is because
women are not visible for the time period whilst on maternity leave and therefore this
lack of visibility during the ‘promotion race’ ‘delays’ career progression. One respondent
succinctly captured the views of the respondents on this issue, ‘that’s something that guys
don’t have to think about. If they do have a child, they might take a week or two off - but
not six months’. This concurs with Figart (1992) and Cockburn’s (1991) view, that
Hexible working policies may actually work to the disadvantage of women, as those who
avail of them can be dismissed by senior managers, as not as serious as their male
colleagues, and effectively take women out of the competition for senior positions. This,
is again, linked back to the gender-stereotyping associated with women’s role in society,
as discussed in Section 5.3.1. and retlects Cockburn’s view (1991) that flexibility
initiatives offered by organisations actually perpetuate the assumption that women bear
the primary responsibility for childcare, thus negatively impacting on their promotion
opportunities. The findings in this study provide persuasive evidence that the impact of
having family responsibilities has a negative impact on female managerial career
progression and this is discussed in more detail in the following section.

5.4.2 Work-family Conflict
As discussed in sections 5.3.1 and 5.3.2 the prevalence of stereotypical attitudes towards
the care of children and household responsibilities indicates that society continues to
view these as the primary responsibility of women. This premise is followed through into
the theme of work-life conflict. In agreement with Gunter and Stambach (2003),
Greenhaus and Beutell (1985) and Rees (1992), almost all (twenty-eight) of the
respondents clearly indicated that there is a conflict between their careers and their home
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life and that it is a more signifieant issue for them, than for their male colleagues. All the
women viewed balancing family life and a management career as essentially a ‘juggling
act’; one that, because of the stereotypical attitudes displayed by society, affects women,
much more so than men. The effect of this balancing act, in agreement with Schoon,
Martin and Ross (2006) works to the detriment of female managers. For male managers,
balancing work and family has ‘nowhere near the same’ level of impact. Interestingly, the
women in this study viewed the role of father and employee as more independent than the
role of mother and employee, agreeing with the findings of Schoon et al (2006). This
highlights that the realities of work-life conflict have not yet been addressed by
organisations.

Looking first at the area of household responsibilities, all the respondents indicated, in
agreement with the ESRI (2005) report, and Hoschild (1989), that women take on the
primary

responsibility

for

housework.

Over

half

of

the

respondents

with

partners/husbands (thirteen) indicted that their partners/husbands would do some of the
housework, but only when actually asked to do it. These women believed it was actually
easier and quicker to do it themselves. In taking this approach and taking a
disproportionate responsibility for domestic responsibilities they were perpetuating the
stereotypical division of labour. This suggests, as Hoschild (1989) posited, that women
continue to work this second shift because their Job is considered to be less important
than their husband’s/partner’s Job. It appears, however, importantly, that the women in
this study also hold this view, as they were, by their actions, perpetuating the division of
labour.

Moving onto the responsibilities of childcare, all the respondents with children indicated
that they wanted to spend more time with their children than they currently did, yet they
did not believe that time spent on their career was a ‘selfish option’ as posited by
Sutherland (1985). Those women already taking parental leave highlighted how much
they were enjoying the day at home with their children and how they felt it gave them a
balance to their lives that was missing when they were working five days, because the
weekends were then spent catching up on ‘housework’. This concurs also with Davidson
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(1989) and highlights the pressures felt by the female managers in this study to find a
way to manage both their work and their family life in a way that is acceptable to all the
parties involved, namely themselves, their partners/husbands and their children. Over half
of the women with children (53%) indicated that they would like to work a reduced
working week to enable them to spend more time with their children. They, however,
strongly believed that working a reduced week of any kind was taken by the decision
makers in their organisations to indicate that they did not have ‘the commitment to move
to senior management’. This concurs with Schwartz (1989) who argues that senior
managers, who are most often male, view women who want to try and balance their work
and family life as not committed to their careers. In agreement with Barber and Winters
(1999:35) the respondents believed that it also sends a signal that highlights ‘non
conformity and creates exceptions to the status quo’.

Continuing with this issue, the findings in this study reveal that the majority (85%) of the
respondents believe that although work-life balance policies and parental leave policies
are available in their organisations, it is essentially frowned on for middle and seniorlevel mangers to avail of these arrangements. This agrees with previous Irish research
which also highlighted the existence of this issue (Cross and Linehan, 2006). The
findings also concur with Anderson et al (2002), as the respondents articulated a fear of
negative outcomes from choosing to avail of work-life balance policies. Visibility was
raised once again by the respondents in relation to availing of these policies. Twenty
percent of the female managers identified that the nine months away from work when on
maternity leave, or the fourteen weeks out of the office when taking parental leave in a
block, is detrimental to career progression. They strongly believe this was because ‘you
are forgotten about’; you ‘miss out on so much’, and have no visibility whilst on leave,
thereby overtly affecting your career progression opportunities. They also articulated that
this lack of visibility places them a distinct disadvantage to their male counterparts, who
cannot take maternity leave and who do not take parental leave. This is an important
issue, as the female managers in this study strongly believe they are disadvantaged in
their careers simply by taking maternity leave, as a result of the criticality of visibility in
the promotion race.
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Following in this theme, thirteen of the respondents were part of a dual-career couple.
The findings concur with Gordon and Whelan-Berry (2004) and Parasuraman et al (1992)
in that all the respondents who had children and were part of a dual career couple stated
that they regularly felt ‘stressed' and ‘under pressure’, in attempting to balance both sets
of work and home-lives. In agreement with Sekaran and Hall (1989), the respondents in
this study believed that the young parenthood stage was the most stressful time for both
partners in a dual career household. This was particularly acute for the respondents when
they had to leave work on time to collect a child at the end of the working day. The
respondents indicated that they also felt pressurised to stay and work late into the
evening, as their male colleagues were staying late. The respondents argued that their
absence was being ‘unfairly measured’ against the ‘commitment demonstrated’ by their
male counterparts. The women believed this to be the case, regardless of whether or not
the men staying late were actually ‘catching up on work they didn’t do during the day’.
Importantly, this issue was one which angered many of the respondents. They believed
that whilst women were working ‘flat out’ during the day as they knew they had to leave
work on time, their male counterparts could ‘saunter around during the day’ as the could
work late into the evening, something most of the respondents could not do. The
unfairness of the comparison between those who could work late and those who could not
was argued by the respondents to work to the disadvantage of women.

The findings in this study also concur with Guteman (1991) who argued that those in a
dual career family have to make difficult choices when agreeing priorities and timing
issues. Interestingly, the women in this study clearly indicated that they did not expect
their husbands to forsake their careers in order to collect/mind their children. This finding
again provides persuasive evidence for the linkage discussed in Section 5.3.1, that if
women themselves hold a stereotypical attitude towards women’s and men’s roles in the
household, then change is unlikely to occur. Importantly, also, the women in this study
talked about wishing to ‘cut-back’ on the number of hours worked every week in order to
manage to achieve a balance between work and family responsibilities, despite also
acknowledging the negative effect this would have their future career progression.
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Parasuraman and Greenhaus (1993) posited that many women believe that promotion in
their careers has been achieved at the expense of their children. In this study, however,
the majority of the fifteen respondents who already had children believed that their
careers had not suffered to date, as a result of having children. Only two women
articulated the view that having children had affected their careers up to now. These
women indicated that they had not wanted to travel abroad as frequently as needed in
managerial roles in their organisations and hence, had not pursued a more senior
managerial position in the past, whist their children were young. All the respondents did,
however, express the view that looking to the future they believed they would face
significant career obstacles due to the incompatibility of rearing children of primary
school age and younger, and the established organisational culture of working long hours,
when in a senior management position. The majority of the respondents (90%) believed
that in the future, their careers would indeed be negatively affected, as their children were
their ‘priority’ and that ‘only so much balancing of work and home’ could be achieved
once in a senior management position. What was also evident from the respondents as
discussed previously was that the majority (71%) of these women with children indicated
that they were not interested in pursuing a senior management position. This is in
agreement with CIPD survey findings (2002) which highlighted that women have to
downgrade their career expectations as a consequence of having children, something
which men do not do. Interestingly, only two of the women without children believed that
having children would not dramatically affect their future career progression to senior
management.

The findings in this study, therefore, provide persuasive evidence, that the female
managers interviewed were effectively imposing on themselves a glass ceiling, by virtue
of their decision not to pursue a senior management career in the short to medium term.
Inqiortantly, both the respondents with and without children, argued that they could not
see how working the number of hours required by an organisation for a senior
management role could be compatible with having a family and young children, for a
woman. The phrases used by the respondents in this regard were ‘impossible’, ‘not
compatible at all', ‘don’t know how you would do it’ and ‘it’s an impossibility’. These
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are very strong signals from women who do not yet have children and this issue of
imposing a glass ceiling on themselves, effectively a self-imposed glass ceiling is one
which has, to date, not received attention in the literature. This issue will have significant
consequences in the future for the numbers of senior female managers. This very strong
signal from female middle-level managers must be taken seriously and needs to be
addressed, to ensure that there is an increase in the numbers of senior female managers.
Additionally, it is clear from these findings that it is possible that the numbers of senior
female managers may actually decrease, rather than increase, a situation which has
already recently been observed in the UK by Vinnicombe and Singh (2006). This issue of
the self imposed glass ceiling is discussed in greater detail in Chapter Six, where a new
model based on the findings in this study is presented.

Another area highlighted by the respondents in this study as significantly affecting their
career progression is the area of networking and is discussed in the next section.

5.4.3 Networking
As identified in Chapter Two, informal networking is recognised as essential for career
progression for both men and women (Caravan et al, 2003; Ibarra, 1995; Okanlawon,
1994). Tharenou (2005b); Bierema (2005), Linehan (2001), and Travers and Pemberton
(2000), amongst others, have argued the particular significance of informal networking
for female career advancement. Studies have, however, highlighted the existence of an
‘old boy’s club’, a male-only informal networking circle, which negatively affects
women’s promotion opportunities, in comparison with those of their male colleagues
(Cross and O’Brien, 2005; Oakley, 2000; Davidson and Cooper, 1992).

Interestingly, almost one-quarter (seven) of the respondents in this study believed that
men network in a different way than women. They indicated that women were more
‘subtle’ and less overt about any networking that they were involved in. In this study
there was a clear realisation amongst one-third of the female managers that their male
counterparts were overtly engaging in networking activities, which gave them increased
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levels of visibility amongst the senior management team. This is contrary to both Lyles
and Davidson (1995) and Vinnicombe and Colwill (1995) who argued that women do not
always appear to recognise how valuable informal networks are and often get involved
for the social aspect. It was this visibility to the senior management team which was seen
by the women as key, in terms of career advancement. The realisation by the half of the
female managers in this study of the importance of visibility to career progression
concurs with previous research by Linehan (2001).

The respondents argued that as a direct result of informal networking, men become even
more visible than their female counterparts; meaning that a male candidate will probably
be more familiar to a senior manager than a female candidate will be, thus, is more likely
to attain promotion. In light of the prevalence of the old boys network in organisational
life, which enhances visibility of men, and effectively excludes women, this is a
disturbing facet of organisational life; one which organisational policy makers have a
limited intluence over. Additionally, the women in this study articulated how men in their
organisations overtly engaged in self-generated visibility. The self-promotion element of
visibility was evident in the accounts of the respondents. The women strongly believed
that when their male colleagues ‘did anything at work, everyone heard all about it’. The
respondents were more interested in allowing their work ‘to speak for’ them, than
engaging in male networks to enhance their visibility levels; notwithstanding the
respondents’ awareness of the significance of their lack of visibility in promotion terms.
Importantly, despite this understanding, all the women still chose to remain outside the
male network. They indicated that this was primarily their choice, not, that they were
excluded by their male colleagues. This diverges from previous findings which indicated
that women believed they were covertly and overtly excluded by men from informal
networking activities (Cross and Linehan, 2004; Schuck and Liddle, 2004; Simpson and
Altman, 2000) As one of the women in this study articulated, when the men asked her for
a drink after work, she preferred to be at home ‘with a glass of wine and my feet up’.
Interestingly, the respondents believed that the quality of their work should represent
them and attempted to make themselves visible through this medium, rather than through
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golfing or drinking after work with the senior male managers. This point was articulated
by almost two-thirds (nineteen) of the women in this study.

The findings also highlight another area linked to this issue of women choosing not to
engage in male networks. In agreement with Barker and Monks (1995), the respondents
indicated that engaging in social activities means socialising after work, and this is
something which cause difficulties for women with family responsibilities. The managers
in this study argued that it is very difficult for women with children to make the time to
network socially after the working day ends. This again links back to the earlier point in
section 5.3.1 that the stereotypical attitudes towards women’s role in society results in
women being mainly responsible for collecting children after work, thus excluding
women from netw'orking activities which take place after work.

In agreement with previous research (Cross and O’Brien, 2005; Davidson and Cooper,
1992) the women in this study also articulated that they did not enjoy getting involved in
male informal networks. They believed that ‘networking doesn’t come naturally’ to them
and thus did not enjoy the aspects associated with networking. An interesting point raised
by the respondents was the ‘male dominated’ nature of the networking activities. They
highlighted that normal networking activities include golf, drinking, soccer and GAA,
none of which were female dominated activities, thus making them feel uncomfortable
when trying to join in. The nature of these networking activities is therefore cyclical, in
that, when only male dominated networking activities are engaged in, then women are
effectively excluded, thus perpetuating the male dominated nature of informal
networking. In agreement with Oakley (2000) however, if women were more involved in
male networks they would be likely to challenge the male cultural norms that exist and
thus instigate a greater range of networking activities that would be attractive to both
genders.

Regardless of the choice of the respondents not to get involved in male informal
networks, the consequences are that they are excluding themselves from powerful
networks in their organisations, which is detrimental to their career advancement.
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something which they did not recognise. This segregation between power, held by men in
most organisations (Davidson and Cooper, 1992), and female managers, is important in
career progression terms, as it is those who are integrated into the powerful organisational
networks that attain senior management positions. A linked element of their non
participation in male informal networks is access to mentors which is dealt with in the
following section.

5.4.4 Mentoring
All of the respondents in this study highlighted that being involved in a mentoring
relationship is very important for female career progression. This reflects Wanberg et al
(2003), Raggins et al (1998), Burke and McKcen (1997) and Kanter (1984). The findings
also concur with Tharenou (2005), as women face more career obstacles than men,
mentoring relationships are more important for women than for men. The benefits
identified by the respondents of having a mentor were: increased self-confidence;
knowledge, both of the job and the wider organisation; and career development advice. In
agreement with Kram’s seminal research on mentoring (1993;

1985;

1980) the

respondents identified both career and psycho-social benefits from the relationship. These
are both recognised as being of significant assistance to female career progression. It was
clear however that three key benefits to being a protegee were valued by the respondents
more than others. Increased levels of self-confidence and encouragement were identified
as two of the main advantages accruing from the relationship. Increased visibility was
also argued by the female managers in this study as the third key benefit associated with
being a protegee. In agreement with Wirth (2001) the respondents highlighted that when
an individual is associated with a senior managers, then other senior managers begin to
notice that person.

In line with their realisation of the benefits of being in a mentoring relationship, almost
all of the respondents (twenty-six) had experience of being a protegee. Interestingly, all
the respondents except one, had a male mentor. This concurs with the literature (Cross
and Linehan, 2004; O’Neill and Blake-Beard, 2002; Cleveland et al, 2000; Elrich, 1994)
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which indicates that it is difficult for female managers to find a female mentor, as the
majority of senior managers are male. This was highlighted by the majority of the
respondents in this study also. None of the women however identified the difficulties
associated with cross-gendered mentoring relationships as an issue for them, as noted in
some research studies (Raggins and Cotton, 1999; Elrich, 1994). Nor did the respondents
indicate any difficulty accessing a male manger as a mentor (Burke and McKeen, 1994;
Raggins, 1989; Morrison and VonGlinow, 1988) as evidenced in the majority of the
respondents being involved in a mentoring relationship.

Only two of the women in this study were involved in a formal mentoring relationship.
Of these two women, one had a positive experience, and the other was less satisfied. The
manager who was satisfied with the experience noted that her mentor was external to the
organisation, something she believed assisted the relationship. This may suggest that
informal mentoring appears to be more successful than formal mentoring, in line with
previous research (Armstrong et al, 2002; Raggins and Cotton, 1999). In this study three
of the women had either previously, or were currently also acting as mentors for other
women in their organisations. In agreement with Allen et al (2006) these women reported
positive feelings about this relationship. The key benefits they associated with being a
mentor, were identified as being psycho-social benefits, as termed by Kram (1985). The
respondents also acknowledged a feeling of satisfaction at encouraging and advising
other women about their careers.

The final element to this section on structural and institutional barriers for female career
progression discuses the respondents’ beliefs about role models.

5.4.5 Role Models
Role models are acknowledged as being important in the career development of young
aspiring female managers (Singh et al, 2006). The findings in this study highlight two
interesting aspects in relation to the influence of role models on female career
progression. The first issue relates to those who are used as role models by the
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respondents. As noted by Vinkenburg and Van Engen (2005:102) role models are those
people who encourage women to ‘fulfil their potential as leaders of the future’. Women
in any senior management positions, either in business, politics or entrepreneurs are thus
seen to act as role models for other women. It is clear from the findings of this study
however that there were few, if any, senior women in their organisations for the
respondents to employ as role models, as only three of the organisations had female
CEO/general managers. This concurs with previous research which highlights that as a
result of there being so few women in the most senior organisational roles, this directly
limits the availability of female role models (Catalyst, 2003). The lack of women in
senior roles, therefore, has a direct impact on the choice of role models available to
female managers. The effect creates a cyclical issue, which raises the question of women
finding female role models in the future, if the situation continues that there are so few
women available to act as role models. Interestingly, in this study, the people the
respondents identified as role models were most often senior women who were in close
proximity to the respondents. These were most often senior women in their own
organisations, rather than well known women. This concurs with Singh et al’s (2006)
description of those who act as role models for women.

The second issue relates to how these role models are perceived by the female managers.
As Collins and Singh (2006) note, the presence of female senior managers sends a
message to other ambitious women that although there are few women in these positions,
the goal can be attained. Importantly, however, in this study, the respondents talked about
their role models as holding positions they did not aspire to. Interestingly, half of the
respondents highlighted, that rather than emulate these senior women, they wanted to
learn from their observation of the experiences of these women, and not imitate them. As
a result of watching these senior women searching for a balance between their family
responsibilities and the hours required when working on the senior management team,
over half (seventeen) of the respondents were clear that they did not want to find
themselves in the same situation. For these seventeen women, this meant a realisation
that it may not be possible for them to find a way to attain the senior management
positions that were the next logical career move for them. The respondents highlighted
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how the senior women had to essentially ‘make their career their number one priority’, at
‘the expense of their family’, and hence the respondents argued, this was a situation they
did not want to emulate. Interestingly, over two-thirds (twenty-three) of the respondents,
both those with children and those who expected they would have children in the future,
argued that having watched senior women in their organisations trying to match the two
competing parts of their lives, this was something they felt could not be achieved
successfully, or would be very difficult to achieve. Thus, having watched these women
who were acting as role models, and should be encouraging middle managers to aspire to
senior management positions, the women wanted to avoid finding themselves in the same
situation. This diverges from previous research on role modes which highlights the
positive nature of role models (Collins and Singh, 2006; Vinkenburg and Van Engen,
2005). These findings provide persuasive evidence that when female managers use senior
women in their own organisations, rather than senior women who are not personally
known to them, that the role models are then more realistic role models. The result,
however, is that female managers are then deciding not to emulate those they have
chosen as role models.

The availability of female role models was also linked by the respondents to the
discussion on organisation culture. They argued that the culture of their organisations was
one which did not accept that those in senior management positions should have any
commitment to anything other than their senior management position. As one respondent
noted ‘I’ve seen it in my company where somebody has a baby at that level, they are not
considered to be top of the list anymore. Their commitment to the job is seen to be in
question’. Another respondent articulated ‘there is no director going home to pick up a
child from school’. While another woman recounted that ‘there would be an expectation
that if something needs to be done, it gets done - regardless of whether you are here until
5.30pm or 9.3()pm, and if somebody has to pick a child up from a creche, they can’t do
that’. It was clear from the respondents that their expectation was that senior management
positions would never be ‘family-friendly’ and, therefore, there would be very little
increase in the number of women available to act as role models in the future.
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Interestingly, the combination of these two factors - the use of realistic role models and
the male orientated nature of senior management roles - resulted in over half of the
female managers having already made decisions not to pursue a senior management
position as their next logical career move, in the short to medium term. Importantly, these
women had effectively created a self-imposed glass ceiling as a result of their learned
organisational experiences and their perceptions about working as a senior manager in an
organisation. Interestingly, of the women who had already decided not to pursue a senior
management position in the short-term, 70% of these female managers already had
children. These findings, therefore, provide persuasive evidence that having children is
causing female managers to re-evaluate the possibility of ‘having it all’ and this
evaluation is influenced by those who act as their role models.

5.5 Summary
The findings in this study reveal that women perceive they are faced with a set of
insurmountable obstacles. These barriers are created by the relationship between
organisational culture, policies and attitudes; which collide with the career phase where
women have young children. As a result, the women in this study have decided not to
pursuer their career aspirations of attaining senior management positions, in the short to
medium term future.

In terms of promotion to senior managerial positions, the findings reveal that visibility is
a crucial element in the promotion process at this level. Women in their 20s and 30s have,
however, to take time out of their careers in order to have children. The consequence of
this absence from work is a lack of visibility within the organisation. Irish legislation
allows for almost ten months of maternity leave, hence, significantly impacting on a
woman’s visibility, and therefore her promotion opportunities. Promotion coincides with
childbearing years for women only, as the biological capability rests with women and not
men. Promotion opportunities are therefore negatively affected for women who have
children.
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The findings confirm that conflict between home and career is a significant issue facing
women, and one which does not affect mien to same degree. Women continue to take
responsibility for the majority of household work and for childcare. Importantly, worklife balance policies which are designed to assist with managing this conflict, have been
found in this study to add to the conflict for female mangers, rather than assist with its
elimination. The findings establish that availing of work-life balance policies is perceived
as being interpreted by senior management as a lack of career commitment. Women,
therefore, are afraid to avail of these polices as it is likely to have a negative impact on
their careers. Additionally, organisational culture dictates that those in middle and senior
managerial roles do not avail of these policies, essentially negating their usefulness. It is
clear that the realities of work-life balance are not being addressed by organisations,
resulting in women feeling pressurised to the extent they believe imposing a glass ceiling
on themselves is the answer. Significantly, the creation of this solution actually
perpetuates the prevalence of stereotypical attitudes towards men’s role in rearing
children and undertaking housework. While women continue to allow the unequal
division of household and childcare duties, and downgrade their career aspirations, they
are effectively responsible for perpetuating these stereotypical attitudes. Additionally, the
findings in this study highlight that in dual career couples, it is perceived that when career
decisions have to be jointly made, the person with largest income is the most logical
person to pursue a career. As there continues to be a significant gap between male and
female income, this decision is detrimental to the female partner’s career.

Two aspects oi' organisational culture, which are disadvantageous to a woman’s careers,
are also highlighted in this study. Importantly, the findings reveal that a culture of
presenteeism and long hours exists for those in both middle and senior-level
management. As a direct consequence of the work-life conflict experienced by women,
they are less able to comply with this cultural requirement than their male counterparts.
Additionally, the findings reveal that the culture exists in many organisations that men in
managerial positions do not avail of work-life balance polices offered by the
organisation. It is, however, acceptable in many organisations for women to avail of
them. It is clear, therefore, that women will find it very difficult to maintain the same
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level of career focus and visibility as their male counterparts, thus acting to the detriment
of their careers.

The findings in this study also reveal that women are aware of the importance of informal
networking for their career progression. Interestingly, women acknowledged that men are
overtly engaged in informal networking activities, thus increasing their visibility and
therefore their promotion opportunities. Despite, however, the respondent’s realisation of
the benefits of networking, and their knowledge that their male counterparts are involved
in networking, women are making decisions not to engage in networking activities. As an
alternative, they have decided to let the quality of their work demonstrate their ability and
provide them with visibility to the senior management team. The findings additionally
suggest that the timing and male dominated nature of networking interests and activities
effectively excludes women. This may account for their decisions not to get involved in
informal networking within their organisations.

Importantly, however, the women did

not appear to recognise that their decision not to engage in informal networking may have
negative consequences for their careers in relation to their visibility, when compared to
their male counterparts. Significantly, their decision also results in the creation of a cycle,
which is detrimental to women’s careers, as their decision to remain outside the network
perpetuates the male dominated nature of networking.

The findings also highlight the acknowledged importance of mentoring relationships for
career progression. This was evidenced in the fact that over two-thirds of the respondents
were involved in mentoring relationships. As a result, however, of the vertical
segregation apparent in all the organisations studied, there were few women available to
act as their mentors. Interestingly, the findings highlight that the respondents encountered
no difficult sourcing a male mentor and had experienced no cross-gender mentor issues.
Surprisingly, only two organisations operated a formal mentoring scheme.

Finally, the findings also establish that role models have a significant impact on the
career decisions of female managers. Interestingly, the respondents used senior women in
their own organisations as role models, rather than more well-known women. The
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women, however, were learning not to copy their role models. They believed that having
watched these women try to rnatcli two competing parts of their lives - family and career
- they did not want to find themselves in the same situation. This is an important issue
and raises interesting questions about how role models can negatively affect career
decisions, an area which has received little attention in the literature.

The final chapter in this thesis provides a synthesis of the data gathered, resulting in the
creation of a new perspective on the glass ceiling and new model of female career
development.
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Chapter 6: Conceptual Contributions

The real voyage of discovery consists not in seeking new
landscapes but in having new eyes (Marcel Proust, 1871 - 1922).

6.1 Introduction
As outlined in Chapter One, the context in which this study took place is one where
globally, men hold the majority of senior positions in organisational life. An additional
contextual aspect of this study is the question regularly posed in both the media and
academia - why are there so few women holding senior management positions ? In an
effort to contribute to the extant literature on the area of women in management, a
grounded theory approach was utilised in this study. This allowed the researcher to begin
the study with these contextual issues in mind, but without a strict set of questions that
needed to be answered. Rather, a set of objectives was proposed in Chapter One, in an
attempt to provide new insights as a result of conducting this research. The grounded
theory approach taken in this study, allowed the development of theory from data,
resulting in two new contributions. These contributions are the main focus of this chapter.

First, a theoretical model of the self-imposed glass ceiling is presented. This model was
developed from the interaction between the research objectives posed at the outset of this
study and the interview data gathered. This model draws together the findings and
discussion, allowing conclusions to be drawn from this research study. Second, the
relationship between female career phase and family life-cycle stage highlighted in the
findings has resulted in a new contribution to the literature on female career development.
This new finding is also presented and discussed in this chapter. The chapter culminates
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with the limitations of the research, implications for organisations, recommendations for
future research and a final conclusion on the study.

6.2 A Model of the Self-Imposed Glass Ceiling
As discussed in the literature in Chapter Two, and as is evident from the findings and
discussion in Chapters Four and Five, the female middle-level manager has a significant
number of obstacles to overcome; obstacles which her male counterpart does not have to
contend with. Analysis of the data gathered from the women in this study highlights that
two sets of obstacles exist for female managers. These can be divided into individual
factors and organisational factors. This model highlights that it is the interaction between
these and the third element in the model, career aspirations, which im.pacts the choices
female managers make in their careers. The outcome of this interaction is the creation of
a new type of glass ceiling.

As can be seen in Figure 6.1 on the following page, these three sets of factors are inter
related and their relationship results in the creation of this new type of glass ceiling. This
ceiling is referred to as being self-imposed, because the ceiling, which acts as a barrier to
prevent women reaching senior management positions, is a personal ceiling. Although it
exists for all women as a gender, it is an individual ceiling and will occur for different
women at different times in their lives, and their careers, depending on the interplay
between their career aspirations, their career stage and their family life-cycle stage.

The development of this new perspective on the glass ceiling is an important contribution
to the literature in this area. At a conceptual level, few theoretical models of the glass
ceiling have been proposed, and none have previously integrated both individual and
organisational factors. The literature on women in management has typically focused on
organisationally created and maintained barriers, with little research conducted on the
individual nature of the glass ceiling. This model provides us with an interesting new
perspective on how the glass ceiling operates and presents an important new contribution
to the extant literature on this phenomenon.
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It is important to note also, that whilst this model was developed from data gathered from
female managers at middle-management level, the findings suggest this model has wider
ranging applicability, to all female managers. This dissertation thus also contributes and
extends our understanding of the women in management literature.
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Individual and organisational elements are essential sets of factors in the model for two
reasons. First, each separate element has an impact on the decisions women are making
about their career progression. The factors explained here and the findings in this study
highlight that each element can negatively effect the career progression of female
managers, thereby directly affecting their decisions about their career advancement.
Additionally, the relationship between the factors is also critical, as it is the combination
of the factors which creates additional pressures for women, causing them to make
decisions which are preventing them from reaching the most senior organisational
positions.

As explained in Chapter Five, women are conducting what can be termed a cost benefit
analysis when making decisions about their career advancement. Both individual and
organisational factors are evaluated against their career aspirations and an individual
decision is then reached, as a result of this evaluation. The costs associated with
advancing to the next managerial level are considered, along with the benefits of
advancing to this position. Where the costs outweigh the benefits, women are deciding
not to pursue the next managerial level. It is the combination of factors however, which
produce circumstances which many women cannot discount. Importantly, women are
thus creating for themselves a self-imposed glass ceiling. Despite this ceiling being
particular to each individual woman, this ceiling is a result of the individual’s experience
and perception of both their individual and organisational factors. Both sets of factors and
their position in the model are discussed in the following sections.

6.3 Individual Factors
The findings of this study highlight that there are two sets of individual factors which
impact on a female manager’s decision to advance her career. These are the career stage
the woman is in and the life cycle stage her family is at. Importantly, these two sets of
factors are inter-related and are involved in the creation of a self-imposed glass ceiling.
The degree of resistance caused by the two will however depend on each individual’s
circumstances.
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Importantly, the findings in this study highlight that it is the family life-cycle stage which
acts as a very significant barrier to female career progression. While the extant literature
indicates the negative impact of family on female career progression, the findings in this
study, provide persuasive evidence which establishes that it is the age of the
child/children, which causes great difficulty for women in making their career decisions.
This is something which has received little attention in the literature, as the focus has
been on the woman’s age and its relationship to childbearing years. This finding therefore
extends our understanding of the barriers facing women in their pursuit of a managerial
career.

The grounded theory approach adopted by this research allowed the creation of this new
contribution to the literature on female career development. While the extant literature
presents a number of female career development models, as examined in Chapter Two,
this study proposes a departure from existing models. Previous models have focused on
the age of the woman as their foundation. Importantly, the findings in this study
highlight! the significance of the age of a woman’s child/children. It is clear from the
findings in this study, that having young children, defined by the respondents as children
of primary school age or younger - that is under 12 years old - collides with the most
important stages in a woman’s career progression. It is children under the age of 12 who
were deemed by the respondents to be the age group which created a career obstacle for
them. It is while their children are under 12 years old that they most often need to be
taken to and collected from childcare and from school. These times generally collide with
the hours deemed to be part of the working day, i.e. 8am to 6pm.

This family life-cycle stage thus coincides with the career stage when, if a manager wants
to be perceived as being serious about attaining a senior management role, the amount of
time spent in the office and on the job is crucial. These two non-compatible issues (one
individual, the other organisational) caused a dilemma for the respondents in this study.
This was true both for women who had young children and for those who currently did
not have children, but planned to do so. The respondents without children argued that
because they had seen the career difficulties caused both organisationally and
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individually for those women with young ehildren, they were already deciding not to
pursue their career progression in the short to medium term, while they would have
young children.
In recognising the age of the child/children as a significant predicting factor, this
contribution introduces an important new element to the female career development
literature. This finding extends our knowledge in this area and is an interesting and
important addition to the literature in this field. The four new stages in female career
development proposed by the findings in this study are discussed below.

1. In the Role Stage, women are essentially learning how their company operates,
what their role entails, who to learn from and what they need to do in order to
achieve their career ambitions. For women in this age group (18 to 25) both those
with and without well formed career ambitions, this stage often moulds their
aspirations for the future. As a result of the apprentice nature of this stage, women
are also learning from watching and listening to other managers and begin to learn
what is acceptable and not acceptable in their organisation. This is particularly
true in terms of learning about organisational culture and attitudes towards
women’s role in their organisations, particularly attitudes towards women with
childcare responsibilities. Women in this stage are likely to have no children, or to
have very young children.
2. In the Realisation Stage, the findings in this study clearly indicate that for those
women with young children, this stage is crucial in the career decision-making
process. During this period of their careers, from ages 25 to 40 they are realising
if they are going to be able to achieve their career goals, or if they will have to re
evaluate these goals. Women who hold managerial positions are faced with the
combination of this career stage with the stage in their family’s life-cycle stage
where their children are young. The information women gather in this stage,
particularly about organisational culture and attitudes towards women with
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childcare responsibilities will have a significant impact on their future career
decisions.
3. The Recovery Stage occurs most often between the ages of 40 to 55. During this
career phase women may be either re-engaging in their career aspirations, or
deciding to stay with the career option they have previously chosen. This option
may have been to avail of job-sharing or to work part-time; or to remain at
middle-management level; whilst their children were under 12. Once their
children reach secondary school age, the respondents in this study believe that
children are ‘easier to manage’ and cause fewer restrictions on their mother’s
working time. Some women will decide to work towards attaining their earlier
career goal of reaching senior management, as highlighted in the findings in this
study. Or, as also found in this research, they may choose to remain as they are, or
even to change their career goals, aspiring to completely new careers.

4. The Relaxed Stage is the final stage. Here, women in the age group 55 to 65 have
previously made their career choices and have either fulfilled their earlier career
aspirations or adapted them to match their family life-cycle stages as they
evolved. The attitude of society, however, has a significant impact on this stage of
a women’s career development, as the expectation by employers is that women in
this stage are preparing for retirement.

This new contribution to the female career development literature highlights, that when
career stage and family life-cycle stage interact with a woman’s career aspirations, the
relationship between these and the set of organisational factors suggests the creation of a
self-imposed ceiling. The next section discusses the second key set of factors in this new
model of the glass ceiling, organisational factors.
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6.4 Organisational Factors
Chapter Two highlighted a number of organisationally determined and maintained
obstacles which women face in their careers. These factors are unique to women. In
agreement with the literature, the findings in this study establish the existence ol two
groups of organisational factors, which, when combined, create a set of organisational
barriers, which are unique to women. This is an important point, as although this study
collected data from female mangers, their responses highlight that the attitudes they have
experienced are not specific to women in managerial positions, but rather to women as a
gender. The following section focuses on how the findings from this study create a set of
organisational factors which negatively impact on the decisions women make about their
career progression.
First, attitudinal factors and organisational culture are important aspects of organisational
life for women. The findings in this study emphasise the prevalence and the negative
impact, of both men’s stereotypical attitudes about both women’s role in society, and the
association between male characteristics and the management role. It emerged from the
findings that these attitudes create a situation where the attainment of senior management
positions is more difficult for women than men. Importantly, however, the findings also
highlight that because the majority of organisations have male senior managers, this
situation then reinforces a culture, which regardless of being family-friendly, is not
‘female-friendly’.

In terms of the proposed model, the dynamics of these attitudinal

factors means their existence in organisational life directly impacts the decisions women
are making about their careers. They are, therefore, an important element in the model of
a self-imposed glass ceiling.
The second set of factors which impact women’s career progression decisions are
structural and institutional factors. The findings in this study emphasises the continued
existence of a number of organisationally created and maintained factors which
negatively impact on women’s career progression. The first is the impact of subjectivity
in the promotion process. Interestingly, the findings highlight that ‘visibility’, or being
known to the senior management team, is a crucial promotion strategy. The respondents
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clearly believed that if an individual is not known to the senior team, then they are less
likely to get promoted. This is an important issue, and one which has received little
attention in the literature. The findings in this study provide persuasive evidence about
the difficulty women face in relation to this strategy. The age during which women are
most often taking time out of their career for childbirth, coincides with the time they are
most active in seeking promotion. As a consequence of the significant length of time
provided for maternity leave, a woman’s absence from the organisation directly impacts
her visibility in organisational life. Importantly, this study highlights that where women
are away from the office for these extended periods they believe, because of their absence
they are ‘forgotten about’ by the senior management team. They strongly believe they
are, therefore, at a significant disadvantage to their male counterparts, who do not have to
take maternity leave in order to have a family. The effect is one which causes women to
make career progression decisions resulting in the creation of a self-imposed glass
ceiling.
The second factor in this section is work-life balance. It was raised by the respondents as
a significant issue facing them in their careers and one which organisations have a degree
of control over, as they can provide work-life balance polices tor employees.
Interestingly, the findings in this study establish that while some organisations do provide
work-life balance polices, organisational culture often dictates that it is not appropriate
for those in middle and senior management to avail of these policies. Additionally, the
findings reveal that Ilexible working policies may actually work to the disadvantage of
women, as those who avail of them can be dismissed by senior managers, as not being as
committed to their careers as their male colleagues. It is clear from this study that the
realities of the extent of balancing that women are doing, in order to meet the demands of
their career and their family, is resulting in women re-evaluating their career aspirations
against the reality of their daily lives. The result is the decision not to advance their
careers in the short to medium term; thereby creating a self-imposed glass ceiling.

The third element in this set of factors is networking and it emerged in the study as
having an impact on the creation of a self-imposed glass ceiling. Concurring with
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previous research, networking emerged as a feature of organisational life which works to
the disadvantage of women's careers. Importantly, in this study, the issue ot visibility
emerged again, in relation to networking, highlighting the significance of visibility in
career progression. The findings provide persuasive evidence about the importance of
visibility as a career strategy. The findings also establish that informal networking is
viewed as essential for visibility, which in turn, is crucial for promotion. One would
expect therefore that women would be actively trying to gain access to this ‘club’.
Surprisingly then, the findings highlight that women believe the quality of their work
should negate the need to be part of this ‘club’. This is an interesting and important
finding, as previous studies have highlighted that men overtly exclude women from
access to this ‘club’. Significantly, the study reveals that their decisions to exclude
themselves actually contradict their acknowledgement of the significance of visibility for
career progression. This decision may es.sentially perpetuate the exclusionary nature of
the ‘old boys’ network and forms a key element in the creation of a self-imposed glass
ceiling.
The penultimate element in this set of organisational factors is mentoring. Once again,
the importance of visibility for career progression was highlighted by the findings. This is
a significant finding, in that previous research on career progression has under-estimated
the significance of visibility as a career progression strategy. It is interesting to note that
there were few senior female managers in the organisations studied. As a consequence of
this, there were few, if any, women available to mentor these female middle-level
managers. The lack of women being available to mentor other women is important,
particularly because of the career support offered by mentors. Where men have not
experienced similar career obstacles to women, it is difficult for them then to offer the
type of guidance that is required in many cases. This, then, comprises an important
element of organisational factors, which affect women’s decisions about their careers,
within this model.
Role models are the final aspect in this set of organisation factors. Interestingly, the
respondents in this study used women in their own organisations, as role models. The
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findings in this regard are significant, as the extant literature identifies how role models
help women aspire to senior management roles. Importantly, in this study, the findings
establish, however, that having observed the manner in which other senior women
endeavoured to match career demands with the demands of their families, the clear signal
received was that the two positions were effectively incompatible. The result of this
situation is important, in that women in middle- management roles are making decisions
about their career aspirations, based on this insight. These career decisions result in the
creation of a self imposed glass ceiling where women are deciding that they cannot ‘have
it air. The final factor in the model, career aspirations, is discussed in the next section.

6.5 Career Aspirations
A woman’s career aspirations, as seen in the self-imposed glass ceiling model, are
impacted by both individual and organisational factors. The findings in this study clearly
highlight this issue, as discussed in the preceding sections. Women in middle
management roles are essentially successors to senior management roles in their
organisations. Importantly, women in this study who, prior to reaching middle
management, aspired to being a member of the senior management team, were now re
evaluating their career aspirations. Many were downgrading their career aspirations,
when they considered their familial circumstances, (individual factors) in combination
with the organisational culture and attitudes of their senior male managers (organisational
factors). Women were proactively evaluating how having children would affect their
career progression. As a result of this evaluation they were reassessing their career
aspirations in light of the likely impact of individual and organisational factors. As a
result of the creation of this self-imposed glass ceiling, women are choosing to remain at
middle management level, thereby reducing the supply of women who can be promoted
to the senior management level.

Another important and interesting feature of the model is the two-way nature of the
arrows. This highlights that career aspirations also have an impact on organisational and
individual factors. This is interesting, because, when women are not able to attain their
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Ccireer cispirutions, they do not reuch senior muncigement positions. Where women decide
to downgrade their career aspirations and remain at middle-management level, this then
has a direct effect on the numbers of women in senior management positions. The effect
of this is that there are few women available to mentor other women and to act as role
models for women. Importantly, this has a cyclical effect; when there are few women in
senior roles, the male dominated organisational culture and attitudes are not challenged,
thereby remaining a feature of organisational life. As the findings in this study establish,
these factors then act as an obstacle to women’s career progression, causing them to re
evaluate their career aspirations. Persuasive evidence highlighting the effect of career
aspirations on individual factors is provided in the extant literature which highlights the
large number of women who actively decide to postpone having children until they attain
certain career aspirations.

6.6 Limitations of the Research
While this study provides a contribution on both a theoretical and empirical level, some
limitations of the research need to be considered. First, as the objectives ot this research
were to provide data to assist in answering the question of why there are so few women
in senior management positions and to investigate women’s experiences of the glass
ceiling, no data was gathered on men’s experiences. The result is that no comparison can
be drawn between men and women in this regard. This limitation was however discussed
at the outset of this research. As the focus was deemed be the collection ot data
specifically on women’s experiences, it was judged to be valid not to gather data from
men.

Second, this study is representative of the views of women at middle-level management
positions only; while in organisational life there are essentially three levels of
management - junior, middle and senior. This again was an issue which was tully
considered at the outset of this study. It was decided that, because middle management is
the preceding stage for senior management roles, this was the most appropriate level to
gather data in order to achieve the objectives of this research.
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Third, it must be acknowledged that the sample in this study is small. Qualitative
research, however, allows for small sample sizes, as the tocus is on analysis ot insights,
rather than providing a representative, statistically accurate representation.

6.7 Recommendations for Practice
The review of the literature, coupled with the empirical data gathered, highlights a
number of organisational policy areas which could be addressed by organisations. It is
clear from the findings in this study that the practical operation of particular
organisational policies has a significant negative impact on female manager s experience
of organisational life. The policies identilied in this research are promotion policies,
work-life balance policies and mentoring policies. Taking each of these separately,
organisations could introduce more objectivity into the promotion process. This could
reduce the effect of an individual’s visibility - level of awareness by senior management
of those hoping for promotion to the senior management team - on their promotion
chances. This may redress the significant imbalance in levels of visibility between men
and women competing tor the most senior organisational roles. An additional ettect
would be the possibility of a greater number of women being successtul in attaining
senior management roles. This should translate into an increased number ot women
available to act as role models and mentors for other women.
Organisations could also proactively promote a gender balance in the uptake of work-life
balance policies. One of the key ways in which this could be achieved is for men in
senior management positions to set an example by availing of such policies. As the
findings in this study highlight, the CEO/general manager has a significant impact on the
creation and maintenance of organisational culture. Creating a culture where those at
senior management level, both men and women, feel able to avail of work-life balance
policies, without fear of negative impact on their career could have significant benelits
for both men and women throughout their organisations. Addressing the organisational
culture of presenteeism and long hours for middle and senior-level managers could also
assist in the development of a culture less detrimental to female career progression.
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The introduction of formal mentoring policies has received some attention in the extant
literature. Organisations could benefit from their introduction, as the myriad of benelits is
well recognised. Where an informal mentoring culture exists, organisations could also
actively encourage their senior managers to develop mentoring relationships, particularly
targeting women, to assist with their career progression.

6.8 Agenda for Further Research
This study provides a suitable base for further research studies that would contribute to
the literature on both women in management and career development. First, the model
presented in this dissertation focuses on a new perspective on the glass ceiling. It would
be interesting to replicate this qualitative study by undertaking an international study in
order to determine if the findings are unique to the Irish context. It would also be
interesting to replicate this study with a larger sample, to further examine the new model
of the glass ceiling and to overcome the limitation of generalising from one study. It
would also assist in determining if these findings are unique to this particular study.

Second, this study focused on the views of female middle-level mangers. It would be
interesting to interview men at middle management level, to investigate their experiences
of the attitudinal, and structural and institutional factors that their female counterparts
have identified in this study. Interviewing thirty male middle-level managers, in the same
organisations as the women in this study would be of particular interest and would
generate significant comparative data.

Third, it would be interesting to generate quantitative data to examine specific
relationships identified in the model of the self-imposed glass ceiling. The moderating
impact of career aspirations on the relationship between family life-cycle stage and the
self-imposed glass ceiling could be tested. Additionally, the moderating impact of family
life-cycle stage on the relationship between career aspirations and the self-imposed glass
ceiling would be interesting to observe. Other tests could examine the moderating impact
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of organisational factors on the relationship between career aspirations and the selfimposed glass ceiling.
Fourth, as this study examined the voices of women on this subject it would be useful to
investigate the organisation’s perception on the subject of why there are so few women in
senior management roles. Both line managers and human resource managers could be
interviewed in order to determine the organisational perspective.

Additionally, the findings reveal a new contribution to the literature on female career
development. Further research is necessary to examine the new stages proposed in this
study in more detail and to assist with increasing our understanding of female career
developm.ent. Qualitative research could be conducted with women in all age groups and
with women both with and without children, to further develop our understanding of this
important relationship. Quantitative research could also be conducted, to test the potential
moderating impact of age of the child on the relationship between the age of the woman
and her career stage.
Finally, as the issue of the negative impact of role models was highlighted in this study,
more research is needed to examine this interesting aspect of role modelling behaviour.
Previous research has highlighted the positive aspects ot role models. Conducting
research specifically concerning the negative aspects raised in this study would be
valuable in extending our understanding of the impact ot role models.

6.9 Overall Conclusion
The dearth of women in senior management positions across the globe has been the
subject of much debate and research in recent years; the question as to why there so few
senior female managers has been posed for over two decades. Some interesting new
perspectives on this issue are provided by the findings in this study. These assist in
increasing our understanding of why the majority of senior management positions are
occupied by men.
258

It is clear from this study that women in middle-level management positions are
constructing a glass ceiling for themselves, resulting in the decision not to pursue a senior
management position. These women are, therefore, creating a self-imposed glass ceiling,
which has a direct effect on the number of women who are available to be promoted to
senior management roles. This is a new perspective on the glass ceiling and it provides
persuasive evidence that the relationship between organisationally created and
maintained barriers, and individual family life-cycle stage, is creating significant barriers
for female managers.
This study also provides persuasive evidence that the age of the child/children is a
significant factor in female career development. Interestingly, and an issue of concern, is
that the findings also reveal that it is not just women who already have children who are
imposing this glass ceiling on themselves, but rather women who also plan to have
children in the future. The findings also establish that role models have a significant
impact on the career decisions of female managers. The respondents used senior women
in their own organisations as role models. They, however, were learning not to want to
copy these women, as a result of watching these women try to match two competing parts
of their lives - family and career. The respondents did not want to imitate their role
models. This is an important issue and raises questions about how role models can
negatively affect career choices.
It is clear that having children is causing female managers to re-evaluate the possibility ol
‘having it all’. The importance, however, of the organisation’s role in the creation of this
self-imposed glass ceiling cannot and should not be overlooked. For women, many more
organisational factors, than individual factors, exist which negatively impact on their
career progression. It is imperative, therefore, that organisations stop ignoring the impact
of organisational polices and practices on female career progression and instead, provide
support for women who wish to advance their careers. The result can only be a successful
outcome for both organisations and for women.

259

References

Ackah and Heaton (2004) ‘Human Resource Management Careers: Different paths for
men and women’, Career Development International, 8 (3), 134-142.

Adamson, S.J., Doherty, N., and Viney, C. (2000) ‘The meanings of career revisited:
Implications for theory and practice’, British Journal of Management, 9, 251-259.

Adler, N.J. (1986) ‘Women in management worldwide’, International Studies of
Management and Organization 16, no. 3-4, pp. 3-32.

Adler, N.J. (1987) ‘Pacific basin managers: a gaijin, not a woman’. Human Resource
Management 26, no. 2, pp. 169-92.

Adler, N.J. (1993), ‘Competitive frontiers: women managers in the triad’. International
Studies of Management and Organization, Vol. 23, pp. 3-23.

Adler, N. J. (1995) ‘Competitive Frontiers: Cross-Cultural Management in the 21st
Century’, International Journal of Intercultural Relations, \9 (3), 523-537.

Adler, N.J., and Izraeli, D.N. eds. (1988) Women in management worldwid,. Armonk,
New York: M. E. Sharpe.

Alban-Metcalfe, B.M. and Nicholson, N. (1984) The Career Development of British
Managers, British Institute of Management, London.

Alimo-Metcalfe, B. (1995) ‘Leadership and assessment’, in The essence of women in
management, eds. S. Vinnicombe and N.L. Colwill, pp. 92-109, London. Prentice Hall.

260

Alimo-Metcalfe, B. (1994) ‘Waiting for Fish to grow Feet! Removing Organisational
Barriers to Women's Entry into Leadership Positions’, in, Tanton, M. ed.. Women in
Management: A Developing Presence, London: Routledge.

Alimo-Metcalfe, B. (1994) ‘Gender bias in the selection and assessment of women in
management’, in Women in management: current research issues, eds. M.J. Davidson
and R.J. Burke, pp. 93-109, London: Paul Chapman Publishing.

Allen, T.D, Lentz, E. and Day, R. (2006) ‘Career Success Outcomes Associated With
Mentoring Others’, Journal of Career Development, Vol. 32, No. 3, pp. 272-285.

Anderson. S., Coffey, B. S., and Byerly, R. T. (2002) ‘Formal organizational initiatives
and informal workplace practices: Links to work-family conflict and job-related
outcomes'. Journal of Management, 28(6), 787-810.

Anker, A. (1997) Theories of Occupational Segregation by Sex: An Overview
International iMhour Review, Vol. 136, 1997.

Armstrong, S.J., Allinson, C.W., and Hayes, J. (2002) ‘Formal Mentoring Systems: An
Examination Of The Effects Of Mentor/Protege Cognitive Styles On The Mentoring
Process’, Journal of Management Studies, Dec, Vol. 39 (8), 1111-1137.

Arnold, J. (1997) Managing Careers into the 2P' Century, Oxford: Blackwell.

Arnold, \'. and Davidson, M.J. (1990), ‘Adopt a mentor - the new way ahead for women
managersT, Women in Management Review and Abstracts, 5., 78-93.

Arthur, M.B., and Rousseau, D.M. (1996) ‘A career lexicon for the 2F'' century’
Academy of Management Executive, 10(4), 28-39.

26

Arthur, M. B., K. Inkson, and Pringle, J.K. (1999) The new careers: Individual action
and economic change, London: Sage.

Astin, H.S. (1984) The meaning of work in women’s lives: a sociopsychological model
of career choice and work behaviour. The Counseling Psychologist, 12, 117-126.

Atkinson, R. and Flint, J. (2001) ‘Accessing Hidden and Hard-to-reach Populations:
Snowball Research Strategies’, Social Research Update , 33, 37-45.

Auerbach, J.D. (19900 Employer-supported child care as a women-responsive policy.
Journal of Family Issues, 11 (4): 384-400.

Bailyn, L. (1993) Breaking the Mold: Women, Men, and Time in the New Corporate
World, New York: The Free Press.

Bandura, A. (1977) ‘Self-efficacy: Toward a unifying theory of behavioral change’.
Psychological Review, 84, 191-215.

Bartol, K.M. (1980) Female managers and quality of working life: the impact of sex-role
stereotypes. Journal of Occupational Behavior, 1, 205-21.

Bardwick, J (1980) ‘The seasons of a woman’s life’, in McGuigan, D. (ed), Women’s
lives: New theory, research and policy, Ann Arbor: University of Michigan Centre for
Continuing Education of Women.

Barker, P. and Monks, K. (1995) 'Women in Accounting: Career Progression'. The Irish
Accounting Review, 2(1), 1 -25.

Barnett, R. C., and Rivers, C. (1996) She works, he works: How two-income families are
happy, healthy, and thriving, Cambridge, MA: Harvard University Press.

262

Bartol, K.M. and Butterfield, D.A. (1976) ‘Sex effects in evaluating leaders’, Journal of
Applied Psychology, 61 (4), 446-54.

Baruch, Y. (2004), ‘Transforming careers: from linear to multidirectional career paths organizational and individual perspectives’. Career Development International, 9 (1), 5873.

Basset, I. (19850 The Basset report: career success and Canadian women. Toronto:
Collins.

Bauer, M.W., Gaskell, G and Allum, N.C. (2000) ‘Quality, quantity and knowledge
interests: Avoiding Confusions’ in Bauer, M.W. and Gaskell, G. eds.. Qualitative
Researching with text, image and sound: A practical handbook. London: Sage.

Baxter, J. (1998) ‘Moving Towards Equality? Questions of Change and Equality in
Household Work Patterns’, in Moira Gatens and Alison Mackinnon (eds.). Gender and
Institutions: Welfare, Work and Citizenship, Cambridge University Press, Melbourne.
Becker, P. E., and Phyllis M. (1999) ‘Scaling Back: Dual-Career Couples' Work-Family
Strategies’, Journal of Marriage and the Family, 61,995-1007.

Belkin, L. (2003) ‘Q. Why don’t more women get to the top? A: They choose not to’. The
New York Times Magazine, October 26.

Benschop, Y. and Doorewaard, H. (1998) Covered by equality: The gender subtext of
organisations. Organization Studies, 19 (5): 787-805.

Berg, B.L. (2001) Qualitative Research Methods for the Social Sciences, 4^^ ed. MA:
Allyn and Bacon

263

Bern, S.L. (1974) The measurement of psychological androgyny, Journal of Consulting
anti Clinical Psychology 42, 155-62.

Bennett, R. (1993) Meeting the challenges of repatriation. Journal of International
Compensation and Benefits, September/October, 28-33.

Berthoin-Antal, A., and Izraeli, D.N. (1993) ‘A global comparison of women in
management: women managers in their homelands and as expatriates’, in Women in
management: trends, issues and challenges in managerial diversity, ed. E.A. Fagenson,
pp. 52-96. London: Sage

Bielenski, H. (1994) New Forms of Work and Activity-Survey of Experience at
Establishment Level in Eight European Countries, European Foundation for the
Improvement of Living and Working Conditions, Dublin.

Bierema, L. (2005) ‘Women's Networks: A Career Development Intervention or
Impediment?’, Human Resource Development International, 8 (2) June, 207-224.

Bilimoria, D (2000) Building the Business Case for women corporate directors, in Burke,
R and Mattis, M., eds.. Women on Coiporate Boards of Directors: International
Challenges and Opportunities, Netherlands: Kluwer .

Bish, A.J., Bradley, L.M. and Sargent, L.D. (2004) ‘Career development for going
beyond the call of duty: is it perceived as fair?’. Career Development International, 9 (4),
391 -405.

Blackburn, R.M., Brooks, B. and Jarman, J. (2003) ‘Occupational Gender Segregation in
Canada, 1981-1996: Overall, Vertical and Horizontal Segregation’, The Canadian Review
of Sociology and Anthropology, 40, 73-89.

264

Black, J., G.K. Stephens, and J.B. Rosener. (1992) ‘Women in management around the
world: some glimpses’, in Womanpower: managing in times of demographic tiirhidence,
eds. U. Sekaran and F.T. Leong, pp. 223-21. London: Sage.

Blackburn, R.T., D.W. Chapman, and S.M. Cameron. (1981) “Cloning’ in academe:
mentorship and academic careers’. Research in Higher Education 5, (4), 315-27.

Bogdan, R., and Taylor, S. J. (1975) Introduction to cpialitative research methods: A
phenomenological approach to the social sciences. New York: John Wiley and Sons.

Bowers, A. G. (1984) ‘Mentors and proteges in male-dominated cultures: the experience
of top-level women executives’. Dissertation Abstracts International, 45 (9), 3103B.

Brass, D.J. (1985) ‘Men’s and women’s networks: a study of interaction patterns and
intluence in an organization’. Academy of Management Journal, 32, 662-9.

Brenner, O.C., J. Tomkiewicz, and V.E. Schein. (1989) ‘The relationship between sex
role stereotypes and requisite management characteristics’. Academy (f Management
Journal 32, 662-9.

Broadbridge, A. and Parsons, E. (2005) 'Gender and Career Choice: Experience of UK
Charity Retail Managers', Career Development International, 10 (2), 80-97.

Brown, T.L. (1990) ‘Match up with a mentor’, Industry Week, 239: Oct, 18.

Bureau of Labor Statistics (2005) Work Experience of Men and Women in 2004,
htp//:www.bls.gov/opub/ted/205/dec/wk4/aet02.htm (accessed July 3 2006).

Burke, R.J (1997) ‘The sounds of breaking glass: corporate initiatives for advancing
managerial women’, Ecpial Opportunities International, 16, 1-40.

265

Burke, R.J., and McKeen, C.A. (1994) ‘Career development among managerial and
professional women’, in Women in management: eiirrent research issues, eds. M.J.
Davidson and R.J. Burke, pp. 65-79. London: Paul Chapman.

Bryman, A. and Bell, E. (2003) Business Research Methods, Oxford: Oxford University
Press.

Burke, R.J. (2005) High Achieving Women : Progress and Challenges, in Burke, R.J. and
Mattis, M. C. eds.. Supporting Women's Career Advancement: Challenges and
Opportunities, Glos, UK, Mass, USA: Edward Elgar Publishing Limited.

Burke, R. J., and McKeen, C. A. (1997) ‘Not Every Managerial Woman Who Makes It
Has a Mentor’, Women in Management Review, Vol. 12 (4), 136-139.

Burke, R. J., Rothstein, M. G. and Bristor, J.M. (1995) ‘Interpersonal networks of
managerial and professional women and men: descriptive characteristics’. Women in
Management Review, 10, 21-27.

Burrell, G., and Morgan, G. (1979) Sociological Paradigms and Organizational Analysis,
Heinemann.

Buzzanell, P. M. (1995) ‘Reframing the glass ceiling as a socially constructed process:
Implications for understanding and change’ Communication Monographs, 62, 327-354.

Carnes, I, Vinnicombe, S. and Singh, V. (2001) Profiles of ‘Successful Managers’ held
by male and female banking managers across Europe, Women in Management Review,
16(3), 108-117.

Carbonell, J.L. (1984) ‘Sex roles and leadership revisited’. Journal of Applied
Psychology 69, 44-9.

266

Casto, C., Caldwell, C., and Salazar, C. F. (2005) ‘Creating Mentoring Relationships
Between Female Faculty and Students in Counselor Education: Guidelines for Potential
Mentees and Mentors, Journal of Counselling and Development, Summer, Vol. 83 (3),
331-336.

Catalyst (1998) Advancing women in business: the Catalyst guide, San Francisco, CA:
Jossey-Bass.

Catalyst (2003) Women in Leadership: Comparing European and US Women Executives,
Catalyst, New York, NY, Catalyst/Conference Board Report.

Catalyst (2004) The Bottom Line: Connecting Corporate Performance and Gender

Diversity, Executive Summary', http//:www.catalystwomen.org, (accessed 4'^ May 2005).

Catalyst (2006) Census of Women Corporate Officers, Top Earners, and Directors of the

Eortune 500, http//:www. catalyst.org (accessed Dec 13 2006).

Catalyst Family and Work Institute and Boston College Center for Work and Family.
(2002) Leaders in the Global Economy: A Study of Executive Women and Men, http//:
WWW.catalyst.org

(accessed Dec 13 2006).

CIPD (2002) Work, Parenting and Careers: Survey Report, London: Chartered Institute
of Personnel and Development.

Chartered

Chartered

Management

Institute (2005)

Management

‘National

Management Salary Survey’,

Institute/Renumeration

Economics,

www.managers.org.uk/content_l .aspx?id=10:293andid= 10:9 (accessed

20005,

14 November

2006).

Cleveland, J. N., Stockdale, M., and Murphy, K. R. (2000) Women and men in

organizations: Sex and gender issues at work, Mahwah, NJ: Lawrence Erlbaum.

267

Ckitterbuck, D. and Megginson, D. (1999) Mentoring Executives and Directors, Oxford:
Butterworth-Heinmann.
Cockburn, C. (1991) In the way of women: men’s resistance to sex equality in
organisations. Basingstoke: Macmillan Education.

Coe, T. (1992) The key to the men's club, London: Institute of Management.

Collins, G. and Wickham, J. (2001) ‘What Childcare Crisis?: Irish Mothers Entering the
Labour Force’, Report for the ERC Labour Market Observatory, Employment Research
Centre, Department of Sociology, Trinity College Dublin.
Colvin, G., Leonard, D., Serwer, A., Lashinsky, A., Sellers, P., Gunther, M., Mehta, S.N.,
Rynecki, D., Kirkpatrick, D., Brooker, K., Simons, J., Schwartz, N.D., Vogelstein, F.,
Ryan, O., Florian, E., Boorstin, J. and Chen, C.Y. (2004) Power 25: The Most Powerful
People in Business, Fortune Magazine, August 9''^

Cooper Jackson, J. (2001) ‘Women middle managers’ perception of the glass ceiling’.
Women in Management Review, 16 (1), 30 - 41.
Cooper, C.L. and M.J. Davidson (1984) eds.. Women in management, London:
Heinemann.
Conway, C. (1995) Strategies for mentoring: a blueprint for successful organisational
development. New York, NY: John Wiley and Sons.
CoLighlan, A. (2002) Women in Management in Ireland, Dublin: Irish Business
Employer’s Confederation.
Crampton, S.M. and Mishra, J.M. (1999) ’Women in management’. Public Personnel
Management, 28, 87-107.

268

rittenden, A., (2001) The price of motherhood. New York: Henry Holt and Company,
LC.

Iross, C. and Linehan, M. (2004) ‘Women in the Irish 'High Tech' Sector: New
)pportunities, Old Challenges’, International Journal of Applied Human Resource
danagement, 5 (2) 160-175.

ross, C. and O’Brien, M. (2005), ‘Informal Mentoring: A Source of Indirect Entry to
nformal Male Networks?’ The International Journal of Mentoring and Coaching, 3, 1,

^ugust.
Cross, C. and Linehan. M. (2006) ‘Advancing Female Carers in the High-Tech Sector:
Empirical Evidence from Ireland’, Women in Management Review, 21(1), 28-39.

Cross, C., Linehan, M. and O’Brien, M. (2006) informal organisational influences and
the career development of Irish female managers , Paper presented at the Irish Academy
of Management, U.C.C., Cork, September 7-9 2006.

CSO (1974) Industrial Earnings and Hours Worked, Third Quarter 1973, Dublin.
Stationery Office.

CSO (2005) Women and Men in Ireland, Central Statistics Office: Dublin: Stationary
Office.

CSO (2006) Women and Men in Ireland, Central Statistics Office: Dublin: Stationary
Office.

Cunha, R.C. (1993) ‘Women in business and management: Portugal. In European
Women in Business and Management’, in eds. M.J. Davidson and C.L. Cooper, pp. 17484. London: Paul Chapman.

269

Dalton, G.W. (1989) ‘Developmental Views of Careers in Organsiations’ in Arthur,
M.B., Hall, D.T. and Lawrence, B.S., eds.. Handbook of Career Theory, Cambridge:
Cambridge University Press, 89-109.

Dalton, G.W. and Thompson, P. (1986) Novations: Strategies for Career Development,
Glenview, IL: Scott Foresman.

David, M. and Woodward, D. (eds) (1998) Negotiating the Glass Ceiling: careers of
senior women in the academic world. Palmer Press, London.

Davidson, M.J. (1989) ‘Women managers and stress: profiles of vulnerable individuals’.
Clinical Psychology Forum 22, pp. 32-4.

Davidson, M. J. and Burke, R. J. (2000) Women in management: Current research issues.
Vol. II, Thousand Oaks, CA: Sage Publications.

Davidson, M.J., and Cooper, C L. (1992) Shattering the glass ceiling: the woman
manager, London: Paul Chapman.

Davidson, M.J., and Cooper, C.L. (1987) Female managers in Britain: comparative
review. Human Resource Management, 26, pp. 217-42.

Davidson, M.J., and Cooper, C.L. (1984) ‘Women managers: their problems and what
can be done to help them’, in Women in management: career development for
managerial success, eds. C.L. Cooper and M.J. Davidson pp. 32-64. London:
Heinemann.

Davidson, M.J., and Cooper, C.L. (1983) Stress and the woman manager, London:
Martin Robertson.

270

Department of Justice, Equality and Law Reform (2001) Women and Men in Ireland as
Entrepreneurs and Business Managers,
http//:www.ndpgenderequality.ie/aboutus/aboutus_2.html (accessed 7 June 2005).

Department of Justice, Equality and Law Reform (2006) http//:www.justice.ie (accessed
3 Nov 2006).

Department

of

Trade

and

Industry

(2006)

http//:

www.dti.gov.uk/work-

lifebalance/what.html, (accessed 3 Nov 2006).

Dickens, L. (1989) ‘Women: a rediscovered resource?’ Industrial Relations Journal 20
(3), autumn, 167-75.

Dingell, J. D., and Maloney, C. B. (2002) A new look through the glass ceiling: Where
are

the

women?

U.

S.

General

Accounting

http://house.gov/maloney/issues/womenscaucus/dingellmaloneyreport.pdf,

Office.
(accessed

November 8, 2006).

Donnell, S.M., and Hall, J. (1980) ‘Men and women as managers: a significant case of no
significant differences’. Organizational Dynamics 8(1), 60-77.

Dreher, G., and Ash, R. (1990) ‘A comparative study of mentoring among men and
women in managerial professional and technical positions’, Journal of Applied
Psychology, 75 (5), 539-46.

Dreher, G.F., and Cox, T.H. Jr. (1996) ‘Race, gender and opportunity: A study of
compensation attainment and the establishment of mentoring relationships’. Journal of
Applied Psychology, 81, 297-308.

Drew, E., Murphy, C., Humphreys, P. (2003), Off' the Treadmill: Achieving Work/Life
Balance, Family-Friendly Framework Committee, Dublin .

27

Drew, E., and Murtagh, E.M. (2005), ‘Work/life balance: senior management champions
or laggards?’. Women in Management Review, Vol. 20 pp.262-78,

Driver, M.J. (1982) 'Career concepts - a new approach to career research', in Katz, R.
Career Issues in HRM, New Jersey: Prentice-Hall, Englewood Cliffs.

Duffy,

D.

(2007)

Permanent

TSB/ESRI

House

Price

Index,

www.esri.ie/irish_economy/permanement_tsbesri/house/p. accessed March 12 2007

Duxbury, L., Higgins, C., and Johnson, K. (1999) An Examination Of The Implications
And Costs Of Work-Life Conflict in Canada, Ottawa:Department of Health.

Eagly, A. H., Johannesen-Schmidt, M. And Engen, M.L. (2003) Transformational,
transactional and laissez-faire styles: A meta-analysis comparing men and women.
Psychological Bulletin, 129 (4), pp. 569-591.

Easterby-Smith, M., Thorpe, R. and Lowe A. (1991) Management Research, London:
Sage.

Eaton, S.C. (2003) Tf you can use them: Elexibility policies, organizational commitment,
and perceived performance’. Industrial Relations, April, 42 (2), 145-167.

Economist (1986) VT/7v Women get the Jobs, 23 August.

Edged Becker, P. and Moen P. (1999) Scaling Back: Dual-Earner Couples' Work-Family
Strategies, Journal of Marriage and the Family, 61 (4) Nov, 995-1007

Ehrich, L.C. (1994) ‘Mentoring and networking for women educators’. Women in
Management Review, 9, 4-10.

272

Ely, R. (1994) ‘The social construction of relationships among professional women at
work’, in Davidson, M and Burke, R. eds.. Women in Management: Current Research
Issues, London: Paul Chapman.

Ely, R.J. (1994) ‘The social construction of relationships among professional women at
work’, in women in management: current research issues, eds. M.J. Davidson and R.J.
Burke, pp. 129-43. London: Paul Chapman.

EOWA (2003) Australian Women in Leadership Census, Equal Opportunity for Women
in the Workplace Agency: Australian Government Publication.

Epstein, C.F., Saute, R , Oglensky, B. and Gever, M. (1995) .Glass ceilings and open
doors: Women’s advancement in the legal profession., Fordham Law Review, 64, 306349.

Equality Authority (2007) Changes in Maternity and Adoptive Leave, accessed January
18 2007, www.equality.ie/index.asp?locID=135anddocID=512 (accessed 31 Jan 2007).

Equality Authority (2005) The Employment Equality Acts: 1998 and 2004, Dublin:
Equality Authority.

Equal Opportunities Commission (2006) Sex and Power: Who Runs Britain?, EOC:
Manchester.

European Commission (2003) Women and Science: Statistics and Indicators: She
Figures

2003,

http//:www.

ec.europa.eu/research/science-

society/pdf/she_figures_2003.pdf, (accessed 19 June 2005).

Evans (2000) Firms' Contribution to the Reconciliation between Work and Family Life,
draft paper prepared for the Conference on Families, Labour Markets, and the Well-

273

Being of Children, University of British Columbia Vancouver, Canada June 1st and 2nd
2000.

Fagenson, E.A. (1989) The mentor advantage: perceived career/job experiences of
proteges versus non-proteges’, Journal of Organizational Behaviour 10, 309-20.

Fagenson, E.A. (1986), ‘Women’s work orientation: something old, something new’.
Group and Organization Studies, 11 (1), 75-100.
Families and Work Institute (2002) Gender and Generation in the Workplace, Americian
Business

Collaboration,

http//: families

and

work.org/site/research/reports/genandgender.pdf (accessed July 2 2006).

Fas (2005) The Irish Labour Market Review: A Fas Review of Irish Labour Market
Trends and Policies, Dublin: Fas.
Fas (2002) The Irish Labour Market Review: Recent Demographic Trends, Dublin: Fas.

Federal Glass Ceiling Commission. (1995) Good for business: Making full use of the
nation’s capital, Washington, DC: Federal Glass Ceiling Commission.
Figart, D.M. (1992) ‘Is positive action ‘positive’?: collective bargaining and gender
relations in the Irish civil service’. Industrial Relations Journal 23 (1), 38-5 1.

Finfacts (2005) Minister Killeen stresses importance of work life balance. News: Irish,
www.finfacts.eom/ielandbusinessnews/publish/article_10006, (accessed 12Dec 2005).

Finigan, M. (1982) The effects of token representation of participants in small decision
making groups. Economic and Industrial Democracy 3, 531-50.

274

Fitzgerald, L.F., and J.O. Crites (1980) ‘Towards a career psychology of women: What
do we know? What do we need to know?’, Journal of Counselling Psychology 27, (1) 4462.

Flanders, M.L. (1994) Breakthrough: the career woman’s guide to shattering the glass
ceiling. London: Paul Chapman.

Flick, U. (2006) An introduction to qualitative research, 3'^^ ed., London: Sage.

Forfas (2004) Science and Technology in Ireland, Forfas in conjunction with the Office
of Science and Technology, Department of Enterprise, Trade and Employment.

Forfas (2006) The Changing Nature of Manufacturing and Services, July 2006,
https//:www.forfas.com/publications/forfas060718/webopt/forfas060718_section5_servic
es_ireland_trends_webopt.pdf (accessed 30 Nov 2006).

Forret, N.L. and Dougherty, T.W. (2001) ‘Correlates of networking behavior for
managerial and professional employees’. Group and Organization Management, 26 (3)
283-311.

Fortune (2006) 10 Highest Paid, Fortune, 10/16/2006, 154 (8), 25-26.

Freeman, S.J.M. (1990) Managing lives: corporate women and social change, Amherst:
University of Massachusetts Press.

Galinsky, E. (2001) Dual-Centric: A new Concept of Work-Life, Families and Work
Institute,

The

Centre

for

Work

and

Family,

Boston

College,

http//:

www.bc.edu/bc_org/avp/csom/cwf (accessed December 4 2005).

275

Gallos, J.V. (1989) ‘Exploring Women’s Development: Implications for Career Theory,
Practice and Research, in Arthur, M.B., Hall, D.T. and Lawrence, B.S., eds.. Handbook
of Career Theory, Cambridge: Cambridge University Press, 110-132.

Gallos, J.V. (1989) ‘Exploring women’s development: implications for career theory,
practice, and research, ‘in Handbook of career theory, eds. M.B. Arthur, D.T. Hall, and
B.S. Lawrence, p. 110-32. New York: Cambridge University Press.

Garavan, T., Hogan, C., and Cahir-O’Donnell, A. (2003), Making Training and
Development Work: A Best Practice Guide, Oak Tree Press, Dublin.

Garvin, T. (2004) Preventing the Future: Why Was Ireland so Poor for So Long? Dublin:
Gill and Macmillan.

Gaskell, G. (2000) ‘Individual and Group Interviewing’ in Bauer, M.W. and Gaskell, G.
eds.. Qualitative Researching with text, image and sound: A practical handbook, London:
Sage.

Gibb S. and Megginson, D. (1993) 'Inside Corporate Mentoring Schemes: A New
Agenda of Concerns, Personnel Review, 22 (1), 40-54.

Gill, J. and Johnson, P. (2002) Research Methods for Managers, London: Sage

Gilligan, C. (1982) In a different voice: psychological theory' and women’s development.
Cambridge: Harvard University Press

Ginzberg, E. (1984) ‘Career development’, in Career choice and development, eds. D.
Brown and L. Brooks, pp. 169-191, San Francisco: Jossey-Bass.

Glaser B.G. and Strauss, A. (1967) Discovery of Grounded Theory: Strategies for
Qualitative Research, Sociology Press, 1.

276

Click, P., Zion, C. and Nelson, C. (1988) ‘What mediates sex discrimination in hiring
decisions?’. Journal of Personality and Social Psychology 55 (2), 178-86.

Gold, U.O.C., Pringle, J.K. (1988), ‘Gender-specific factors in management promotion’.
Journal of Managerial Psychology, 3/4, 17-21.

Gordon, J. R. and Whelan-Berry K.S. (2004) ‘It takes two to tango: an empirical study of
perceived spousal/partner support for working women’. Women In Management Review.
19 (5), 260-273.
Greenhaus, J.H., and N.J. Beutell. (1985) Sources of conflict between work and family
roles. Academy of Management Review 10(1), 76-88.
Greenhaus, J.H. and Callanan, G.A. (1994) Career Management, 2nd ed., Orlando, FL.:
Dryden Press, Harcourt Brace College Publishers.
Gunnigle, P., Heraty, N. and Morley, M. (2002) Human Resource Management in
Ireland, 2"*^' ed., Dublin: Gill and Macmillan.
Gunter, R. and A. Stambach (2005) ‘Differences in Men and Women Scientists’
Perceptions of Workplace Climate’, Journal of Women and Minorities in Science and
Engineering, 11(1): 97-1 15.
Gutek, B.A. (1985) Sex and the workplace, San Francisco: Jossey-Bass.

Gutek, B. A., and L. Larwood. (1989) ‘Women’s careers are important and different’ in
Women's Career Development, eds. B.A. Gutek and L. Larwood, pp. 7-14. London:
Sage.
Gutek, B.A. and L. Larwood. (1987) Women's career development, Beverly Hills,
California: Sage Publications.

277

Guteman, M. (1991) ‘Working Couples: Finding a Balance between Family and Career’,
in Kummerow, J.M., New Directions in Career Planning in the Workplace: Practical
Strategies for Counsellors, California: Davies-Black Publishing.

Hackman, M.Z., Furniss, A.H, Hills, M.J. and Paterson, T.J (1992) ‘Perceptions Of
Gender-Role Characteristics And Transformational And Transactional Leadership
Behaviours’, Perceptual and Motor Skills, August, 75, 311-319.

Hall, D.T. (1996) ‘Protean careers of the 21st century’, Academy of Management
Executive, 10(4), 8-16.

Hall, D.T. (2004) ‘The protean career: a quarter century journey’. Journal of Vocational
Behavior, 65 (1), 1-13.

Hall, D.T (2002) Careers in and out of organisations. Thousand Oaks, CA: Sage.

Hall, D.T and Mirvis, P.H. (1995) The New Career Contract: Development of the whole
person at midlife and beyond. Journal of Vocational Behaviour, 47, 269-289.

Harnett, O., and Novarra, V. (1979) Facilitating the Entry of Women in Management
Posts, London: November.

Haung, Q. and Sverke, M (2006) Women’s Occupational Career Patterns over 27 Years:
Relations to Family of Origin, Life Careers, and Wellness, Journal of Vocational
Behaviour, www. doi: 10.1016/J.jvb. 2006.12.003 (accessed 18Sept 2006).

Heilman, M.E. (2001) ‘Description and Prescription: How gender stereotypes prevent
women’s ascent up the organizational ladder’, Journal of Social Jssues, Vol. 57 (4), 657674.

278

Helfat, C., Harris, D. and Wolfson, P. (2006) ‘The Pipeline to the Top: Women and Men
in the Top Executive Ranks of U.S. Corporations," The Academy of Management
Perspectives, November, (20) 4, 42-64.

Henning, M. and Jardim, A. (1977) The managerial woman, London: Pan Books.

Hirsh, W., and Jackson, C. (1989) Women into management: issues influencing the entry
of women into managerial jobs, Paper no. 158, University of Sussex: Institute of
Manpower Studies.

Hochschild. A. (1989) The second shift, New York: Viking.

Hourican, T. (2005) Niche places shine for Sunway, Sunday Business Post, March 2

nd

2005.

Hunt, A. (1975) Survey of management attitudes and practices towards women at work.
London: HMSO.

Hultin, M. (2000) Gender Discrimination in Workplace Authority: Discrimination and
the Role of Organizational Leaders, ACTA Sociologica 1998.

Humphreys, P.C., Drew, E. and Murphy, C. (1999) Gender Imbalance in Irish Civil
Service Grades at HEO and Above,
www.taoiseach.gov.ie/attached_files/pdf%20files/genderimbalancereport, (accessed
March 20, 2007).

Hussey, J. and Hussey, R. (1997) Business Research, Macmillan Press Ltd, Basingstoke.

Ibarra, H. (1992) ‘Structural alignments, individual strategies, and managerial action:
Toward a network theory of getting things done", in Nohria, N. and Eccles, R. (Eds.),
Networks and Organizations, 156-189, Boston: Harvard Business Press,

279

Ibarra, H. (1993) ‘Personal networks of women and minorities in management: a
conceptual framework’, Academy of Management Review, 18, 1, pp. 56-87.

Inkson, K. (2007) Understanding careers: The metaphors of working lives. Sage
Publications, Thousand Oaks, CA.
International Labour Organisation (2004) Global Employment Trends for Women 2004,
International Labour Office, ILO: Geneva
International Labour Organisation (2007) Global Employment Trends for Women - Brief
March, International Labour Office, ILO: Geneva.
Irish Council for Civil Liberties (2005) Combined Eoiirth and Eifth Periodic Reports of
Ireland under the Convention on the Elimination on All Eorms of Discrimination
Against

Women,

ICCL

Women's

Committee,

May,

http://www.fidh.org/IMG/pdf/ir_cedaw2005a.pdf#search='mary%20robinson%20constitu
tion%2()41.2%20ireland' (accessed Feb 17 2006).
Irish Human Rights Commission (2005) Human Rights Commission launches
Submission on discrimination against women on eve of International Women's Day,
Press

Release,

7"’

March,

2005,

http://www.ihrc.ie/home/wnarticle.asp?NID= 109andT=NandPrint (accessed March 25’*^
2007).
Izraeli, D. N. and Adler, N. J., (1994) Competitive frontiers: Women managers in a
global economy. In N. J. Adler and D. N. Izraeli (eds.), Competitive frontiers: Women
managers in a global economy, Ambridge, MA.: Blackwell Publishers.

Jacobson, S.W., and Jacques, R. (1990) Of knowers, knowing and the known: a gender
framework for revisioning organizational and management scholarship. Paper presented
at the Academy of Management Annual Meeting, San Francisco, 10-12 August.

280

Jago, A.G. and Vroom, V.H. (1982) ‘Sex differences in the incidence and evaluation of
participative leader behavior’, Journal of Applied Psychology, 67 (7), 776-783.

James, E.H., (2000) ‘Race related differences in promotions and support: Underlying
effects of human and social capital’. Organization Science, 11 (5): 493-508.

Kabasakal, H. and Bodur, M. (2002) ‘Arabic Cluster: A Bridge between East and West’,
Journal of World Business, 105, 1-25.

Kanter, R. (1977) Men and Women of the Corporation, New York: Basic Books.

Kanter, R. M. (1984) The Change Masters, New York: Touchstone, Simon and Schuster.

Kidd, J.M. (2006) Understanding Career Counselling'. Theory, Research and Practice,
London: Sage.
King, N (2004) ‘Using templates in the thematic analysis of text’, in C. Cassell and
G.Symon (Eds.) Essential Guide to Qualitative Methods in Organizational Research,
London: Sage.

Kirchmeyer, C. (2002) ‘Gender Difference in Managerial Careers: Yesterday, Today, and
Tomorrow’, Journal of Business Ethics, 37, 5-24.

Knoke, D., and Ishio, Y. (1998) ‘The Gender Gap in Company Training’, Work and
Occupations, 25 (2), 141-167.

Korac-Kakabadse, N., and Kouzmin, A. (1997) ‘Maintaining the rage: From ‘glass and
concrete ceilings’ and metaphorical sex changes to psychological audits and renegotiating
organizational scripts - part 1’, Women in Management Review, 12(5), 182-195.

28

Kossek, E.E., Barber, A.E. and Winters, D. (1999) ‘Using flexible schedules in the
managerial world: The power of peers'. Human Resource Management, Spring, 38 (1):
33-46
Kram, K.E. (1985) Mentoring in organizations, Chicago: Scott Foresman.

Kvale, S. (1996) Interviews: An Introduction to Qualitative Research Interviewing,
London: Sage Publications.
LaBeach Pollard, P. (2005) A Critical Analysis of the Glass Ceiling Phenomenon, A
Sloan Work and Family Encyclopedia Entry, Sloan Work-Family Encyclopedia, Sloan
Work and Family Research Network, Boston, http//:www.boston.edu, (accessed January
7 2007).
Lahtinen, H.K. and Wilson, F. (1994) ‘Women and Power in Organsiations’, Executive
Development, 1 (3), 16-23.
Large, M. and Saunders, M.N.K. (1995) ‘A Decision-Making Model for Analysing How
the Glass Ceiling Is Maintained: Unblocking Equal Promotion Opportunities’,
International Journal of Career Management, 1 (2),21-28.
Lazear, E.P. and Rosen, E. (1990) ‘Male-female wage differentials in job ladders’.
Journal (f Labor Economics, 13 (3), 426-471.
Leimbach, M. P., and Baldwin, T. T. (1997). How research contributes to the HRD value
chain’, in R. A. Swanson and E. F. Holton III (Eds.), Human resource development
research handbook: Linking Research and Practice, pp. 21^6, San Francisco: BerrettKoehler

282

Leong, F.T., Sondgrass, C.R. and Gardner, W.L. (1992) ‘Management edueation;
creating a gender-positive environment’, in Womanpower: managing in times of
demographic turbulence, eds. U. Sekaran and F.T. Leong, pp. 192-220, London: Sage.

Levinson, D., Darrow, D., Klein,E, Levinson, D. and McKee, (1978) The seasons of a
man’s life, New York: Knopf.

Levinson, D. in collaboration with Levinson, J. (1996) The Season’s of a Woman’s Life,
New York: Alfred Knopf.

Ledvinka, J. and Scarpello, V.G. (1991) Federal Regulation of Personnel and
Human Resource Management, 2nd ed., PWS-Kent, Boston, MA.

Linehan, M (2001) Networking for female managers' career development: Empirical
evidence. Journal of Management Development, 20 {10): 823-829.

Linehan, M. and Scullion, H. (2001) ‘European female expatriate careers: critical success
factors’. Journal of European Industrial Training, 25, 392-418.

Linehan, M., Scullion, H. and Walsh, J. (2001) ‘Understanding the barriers to women's
participation in international management’, European Business Review, 13(1), 10-18.

Linehan, M. and Walsh, J. (2000) ‘Beyond the traditional linear view of international
managerial careers: a new model of the senior female career in an international context’.
Journal of European Industrial Training, 24 (2/3/4), 178-189.

Linehan, M. and Walsh, J. (2001) ‘Key Issues in the Senior Female International Career
Move: A Qualitative Study in a European Context’, British Journal of Management, 12
(1), 85-95.

283

Llewelyn, S. (1981) ‘Psychology and women: an examination of mental health
problems’, Bulletin of the British Psychological Society 34, 60-3.

MacKinnon, K. (1979) Sexual harassment (f working women. New Haven: Yale
University Press.

McGinnity, F., Russell, H., Williams, J. and Blackwell, S. (2005) Time Use in Ireland
2005: Sun’ey Report, Economic Social Research Institute, Dublin, http//:www. esri.ie
(accessed 5 July 2006).

Maddock, S. and Parkin, D. (1994) Gender Cultures: How they Affect Women at Work,
in Davidson, M.J. and Burke, R.J. eds.. Women in Management: Current Research
Issues, pp.l 1-25, London: Paul Chapman.

Manning, T. (2002) ‘Gender, managerial level, transformational leadership and work
satisfaction’. Women in Management Review, 17 (5) 207-216.

Marchese, M.C., Bassham, G. and Ryan J. (2002) ‘Work-Family Conflict: A Virtue
Ethics Analysis’, Journal of Business Ethics, 40( October), 145-154

Marshall, J. (1984) Women Managers: Travellers in Male World, Chisester: John Wiley
and Sons.

Marshall, J. (1995) ‘Gender and management: a critical review of research’, British
Journal (f'Management, special issue, December, 53-62.

Martell, R. F., DeSmet, A. L. (2001) ‘A Diagnostic-Ratio Approach to Measuring Beliefs
About the Leadership Abilities of Male and Female Managers’, Journal of Applied
Psychology, Dec, 8 (6), 1223-1231.

284

Math, A. and Meilland, C. (2004) Fcunily-relatecl leave and industrial relations,
European Foundation for the Improvement of Living and Working Conditions, Dublin,
https//:www.eurofound.europa.eu/eiro/2004/03/study/index_2.html (accessed

18 Nov

2004).

Mason, J. (1996) Qualitative Researching, London: Sage Publications.

McCartaigh, S. (2005) Childcare costs keeping mothers at home, Irish Examiner,
(accessed 20 Aug 2005).

McCarthy, J. (2004) Near-Term Growth of Offshoring Accelerating: Resizing US
Services Jobs Going Offshore, Cambridge, Mass.: Forrester Research, Inc.

McCracken, Grant, (1988) The Long Interview, Qualitative Research Methods Series 13,
Newbury Park, CA: Sage.

MacDermid, S.M., Lee, M.D., Buck, M. and Williams, M.L. (2001) ‘Alternative work
arrangements among professionals and managers’. Journal of Management Development,
20 (3), 305-317.

McGee C. L., and Ramsey, V.J. (1992) ‘Bringing Women's Voice To Research On
Women In Management: A Feminist Perspective’, Journal Of Management Inquiry, 1,1:
79-88.

Merrill-Sands, D., Kickul, J. and Ingols, C. (2005) ‘Women Pursuing Leadership and
Power: Challenging the Myth of the ‘Opt Out Revolution’ CGO Insights, 20, Simmons
School

of

Management:

Centre

for

Gender

in

Organisations,

http//:www.

simmons.edu/som/cgo (accessed 8 June 2006).

Meyerson, D. E. and Fletcher, J. K. (2000) ‘A modest manifesto for shattering the glass
ceiling’. Harvard Business Review, January-February, 127-36.

285

Miles, M. and Huberman, A. (1994) Qualitative Data Analysis, 2nd ed., Thousand Oaks;
Sage.

Miller, R. and J. Brewer, eds, (2003) The a-z of social research: a dictionary of key
social science research concepts, London: Sage.

Miller, L. and Hayward, R. (2006) New Jobs, Old Occupational Stereotypes: Gender And
Jobs In The New Economy, Journal of Education and Work, 19 (1), February 2006, pp.
67-93.

Miller, L., Neathey, F., Pollard, E. and Hill, D. (2004) Occupational segregation, gender
gaps and skills gaps, Manchester: Equal Opportunities Commission.

Mintzberg, H. (1979) The structuring of organisations, Englewood Cliffs: Prentice-Hall.

Monks, K. (1998) ‘Employment equality; rhetoric and reality in Irish organisations’, in
J.S. Walsh, K. Monks, and B.R. Roche, (eds.) Human resource strategies in Ireland:
challenges and contradictions,. Dublin: Oak Tree Press.

Morgan, G. and Smircich, L. (1980) ‘The Case for Qualitative Research,’ Academy of
Management Review, 5: 491-500.

Morrison, A.N. and Von Glinow, M.A. (1988) Women and Minorities in Management,
Center for Effective Organization, University of Southern California.

Morrison, A.M., and Von Glinow, M.A. (1990) ‘Women and minorities in management’,
American Psychologist 45, no. 2, pp. 200-8.

Morrison, A.M., White, R.P. and Van Velsor, E. (1987) Breaking the glass ceiling: can
women reach the top of America's largest corporations? Reading, MA: Addison-Wesley.

286

I

Murrell, AJ. and James, E.H. (2002) Gender and Diversity in Organizations: Past,
Present, and Future Direction, Sex Roles, 45 (5/6), 243-257.

National Development Plan (2005)
hitp//:www.ndp.ie/.../documents/publications/annual/ERDF_FCU_Annual_Report_2005.
pdf (accessed 2 Sept 2006).

Nemanick, R. C., Jr. (2000) ‘Comparing formal and informal mentors: Does type make a
difference?’ Academy of Management Executive, 14 (3), 136-138.

NESC (1991) Women's participation in the Irish Labour Market, Dublin: NESC.

Nicholson, N., and M.A. West. (1988) Managerial job change: men and women in
transition, Cambridge: Cambridge University Press.

Noonan, M.C. and Corocoran, M.E. (2004) ‘The mommy track and partnership:
Temporary delay or dead end’, ANNALS, AARSS, 596, 130-150.

O’Connor. P (2000) ‘Structure, culture and passivity: a case study of women in a semistate organisation’. Public Administration and Development, 20: 265-275.

O’Connor, P. (1996) ‘Organisational Culture as a Barrier to Women’s Promotion’, The
Economic and Social Review, 27 (3), 187-216.

O’Donnell, R. and Cahill, N. (2005) ‘Symposium On

Housing In Ireland: The Nesc

Study’, Journal of the Statistical and Social Inquiry Society of Ireland, 34, 130-158,
http//: WWW.tara.ted.ie/bitstream/2262/8779/l/jssisiVolXXXIV 130_158.pdf

(accessed

18June 2006).

287

O’Leary, V. E. and Ickovics, J. R. (1992), ‘Cracking the Glass Ceiling: Overcoming
Isolation and Alienation’ in Sekaran, U. and Leong, F. T. (eds), Womcmpower: Managing
in Times of Demographic Turbulence, Newbury Park, California: Sage.

O’Leary, V., and Ryan, M. (1994) ‘Women bosses’, in Women in management: a
developing presence, ed. M. Tanton, pp. 63-78, London: Routledge.

O'Neil, D.A., and Bilimoria, D. (2005), ‘Women's career development phases: idealism,
endurance, and reinvention’. Career Development International, 10 (3), 168-89.

O’Neill, R.M. and Blake-Beard, S. D. (2002) ‘Gender Barriers to the Female Mentor Male Protege Relationship’, Journal of Business Ethics, 37, 51-63, 2002.

O’Sullivan, P. and Hogan, V. (2002) Consumption and House Prices in Ireland, ISSC
Discussion Paper Series, www.ucd.ie/geary/piblications/2003/housing_pdf, (acces.sed
March 12th 2007).

Oakley, J.G. (2000)

‘Gender based barriers to senior management positions:

Understanding the scarcity of female CEO's’, Journal of Business Ethics 27(4): 321-334.

OECD (2006) OECD Economic Surveys: Ireland, Vol. 2006, Issue 3, OECD Publishing:
OECD.

Olivares, F. (1993) ‘Italy’, in Davidson M. J. and Cooper C. L. (ed) European Women in
Business and Management, London: Paul Chapman Publishing, 161-173.

Okanlawon, G. (1994) ‘Women as Strategic Decision Makers: A Reflection on
Organizational Barriers’, Women in Management Review, 9 (4), 29-32.

Olsson, S. and Pringle, J.K. (2004) ‘Women executives: public and private sectors as
sites of advancement?’, Women in Management Review, 19 (1), 29-39.

288

Omar, A. and Davidson, M. J. (2004) ‘Women in Management in Malaysia’ in Davidson,
M.J. and Burke, R. J. eds.. Women in Management Worldwide: Facts, Figures and
Analysis, Aldershot: Gower.

Omar A. and Davidson M. (2001) ‘Women in Management: A Comparative CrossCultural Overview’, Cross Cultural Management, 8, (3/4), 35-67.

Osipow, S. H., and Fitzgerald, L. F. (1996) Theories of career development, 4th ed.,
Boston: Allyn and Bacon.

Ornstein, S., and Isabella. L. (1990) ‘Age versus stage models of career attitudes of
women: A partial replication and extension’, Journal of Vocational Behavior, 36, 1-19.

Parasuraman, S.J., and Greenhaus, J.H. (1993) ‘Personal portrait: the life-style of the
woman manager’ in Women in management: trends, issues and challenges in
management diversity, ed. E.A. Fagenson, pp. 186-211. London: Sage.

Parasuraman, S.J., and Greenhaus, J.H. (1992) ‘Role stressors, social support and well
being among two-career couples’. Journal of Organizational Behaviour 13 (4), July.

Parker, B. and Fagenson, E.A. (1994), An introductory overview of women in corporate
management. In Davidson, M.J. and Burke, R.J. (Eds), Women in Management: Current
Research Issues, (pp. 11-25), London: Paul Chapman.

Parker, V. A. and Kram, K.E. (1993) ‘Women Mentoring Women: Creating Conditions
for Connection’, Business Horizons, 36, 42-51.

Pascall, G., Parker, S. and Evetts, J. (2000) ‘Women in banking careers - a science of
muddling through?’. Journal of Gender Studies, Vol. 9 No. 1, pp. 63-73.

289

Pietrofesa, JJ, and Splete, H (1975) Career Development: Theory and Research, New
York, NY: Grune and Stratton.

Powell, G.N. (1993) Women and men in management. Beverly Hills: Sage.

Powell, G.N., and Butterfield, D.A. (1989) The ‘good manager’: did androgyny fare
better in the 1980s?, Group and Organization Studies 12, (2) 216-37.

Powell, G. N., Butterfield, D. A., and Parent, J. D. (2002) Gender and managerial
stereotypes: Have the times changed? Journal of Management, 28: 177-193.

Powell, G. N., and Graves, L. M., (2003) Women and men in management. Thousand
Oaks, CA: Sage Publications, Inc.

Powell, G.N. and Mainiero, L.A. (1992) ‘Cross-currents in the river of time:
conceptualizing the complexities of women's careers'. Journal of Management, 18 (2),
pp. 215-237.

Quinlan, K.M. (1999) ‘Enhancing Mentoring and Networking of Junior Academic
Women: What, Why and How?’, Journal of Higher Education Policy and Management,
21,1, pp.31-42.

Raggins, B.R. (1989) Barriers to mentoring: the female manager’s dilemma. Human
Relations 42, ([), 1-22.

Raggins, B.R. (1999) ‘Gender and mentoring relationships’, in Handbook of Gender in
Organiz.ations, ed. G.N. Powell, pp. 347-70, Oaks, CA.: Sage.

Raggins, B. and Cotton, J. (1999) ‘Mentoring Functions and Outcomes: A Comparison of
Men and Women in Formal and Informal Mentoring Relationships’, Journal of Applied
Psychology, 84 (4), 529-550.

290

Ragins, B.R., and Cotton, J. (1991) ‘Easier said than done: barriers to mentorship among
women and men in organizations’, Academy of Management Journal, 34 (4), 939-51.

Raggins, B.R., and E. Sundstrom. (1989) ‘Gender and power in organizations: a
longitudinal perspective’. Psychological Bulletin, 105 (1), 51-88.

Raggins, B.R., B. Townsend, and M. Mattis. (1998) ‘Gender gap in the executive
suite: CEOs and female executives report on breaking the glass ceiling’. The Academy of
Management Executive, 12 (1), 28-42,

Raggins, B.R., Townsend, B. and Mattis, M. (1998) ‘Gender gap in the executive suite’.
Academy of Management Executive, vol. 12, (1), 28-42.

Raggins, B. and Cotton, J. (1991) ‘Easier Said than Done: Gender Differences in
Perceived Barriers to Gaining a Mentor’, Academy of Management Journal, 34 (4), Dec.,
939-951.

Rees, T (1992) Women and the Labour Market, London: Routledge.

Rees, D. (2004) Women in the Boardroom: A bird's eye view, http//’www.cipd.co.uk
(accessed 4 March 2006).

Reich, M.H. (1986) ‘The mentor connection’. Personnel, 63 (2), 50-6.

Reinke, B. J., Holmes, D. S., and Harris, R. L. (1985) ‘The timing of psychosocial
changes in women's lives: The years 25 to 45’, Journal of Personality and Social
Psychology, 48, 1353-1364.

Rhode, D. (2001) The unfinished agenda: Women in the legal profession, Chicago:
American Bar Association Commission on Women in the Profession.

29

Roberts, P., and Newton, P.M. (1987) ‘Levinsonian studies of women's adult
development’. Psychology and Aging, 2, 154-163.

Roemer, L. (2002) ‘Women CEOs in Health Care: Did They Have Mentors?’

Health

Care Management Review, Fall, 27 (4), 57-68.

Rosener, J. B. (1997) America’s Competitive Secret: Women Managers, USA: Oxford
University Press.

Rossi, A. (1980) ‘Life span theories and women’s lives’. Signs, 6(1), pp.4-32.

Rothstein, M.G., Burke, R.J. and Bristol*, J.M. (2001), ‘Structural Characteristics and
Support Benefits in the Interpersonal Networks of Women and Men in Management’,
The International Journal of Organizational Analysis, 9(1), 4-25.

Rothwell, S. (1984) Positive action on women’s career development: an overview of the
issues for individuals and organizations, in Women in Management: Career Development
for Managerial Success, eds. C.L. Cooper and M.J. Davidson, pp. 3-31. London:
Heinemann.

Rumelhart, D. E. (1984) ‘Schemata and the cognitive system’, in R.S. Wyer and T.K.
Srull, eds.. Handbook of Social Cognition (pp. 161-188). Hillsdale, New Jersey: Erlbaum.

Russell, H., Smyth, E. and O’Connell, O. (2005) Degrees of Equality: Gender Pay
Differences among Recent Graduates,
http//:www.esri.ie/userfiles/publications/2()060831092640/BKMNINT 184_ES.pdf.
(accessed 14 November 2006).

Rutherford, S. (2001) ‘Any difference? An analysis of gender and divisional management
styles in a large airline’. Gender, Work and Organisation, 8(3): 326-345.

292

Ryan, M. K. and Haslam, S.A. (2005) The Glass Cliff; Evidence that Women are OverRepresented in Precarious Leadership Positions, British Journal of Management;
Jun2005, 16 (2), 81-90.

Ryder, V. (2004) Italy: Where are the Women at the Top?, European Professional
Women’s Network,
http://www.europeanpwn.net/tht_wob/tht_wob_ita/women_on_top.html. (accessed 5 My
2005).

Saunders, M.N.K., Lewis, P. and Thornhill, A. (2000) Research methods for business
students, 2"^ ed., Harlow : Financial Times Prentice Hall.

Scase, R., and Goffee, R. (1990) ‘Women in management: towards a research agenda’.
The International Journal of Human Resource Management 1,(1), 107-25.

Scase, R., and Goffee, R. (1989) Reluctant managers: their work and lifestyles. London:
Lfnwin Hyman.

Sehein, E. H. (1992) Organizational Culture and Leadership, San Francisco, CA: JosseyBass.

Schien, V.E. (2001) ‘A Global Look at Psychological Barriers to Women’s Progress in
Management’, Journal of Social Science, 57 (4), 675-688.

Sehein, V.E., Muller, R, Lituehy, T. and Liu, J. (1996) ‘Think Manager- Think Male: A
global phenomenon?’ Journal of Organisational Behaviour, 17, 33-41.

Sehein, V. E. (1994) ‘Managerial Sex Typing: A persistent and pervasive barrier to
women’s opportunities’, in Davidson, M and Burke, R, eds. Women in Management,
London: Paul Chapman.

293

Schein, V.E. (1975) ‘The relationship between sex role stereotypes and requisite
management eharaeteristies among female managers', Journal of Applied Psychology 60,
44-8.

Schien, V.E. and Muller, R. (1992) ‘Sex role stereotyping and requisite management
characteristics: A cross cultural look’, Journal of Organisational Behaviour, 13, 439-447.

Schein, V.E., Muller, R and Jacobson, C. (1989) ‘The relationship between sex roles
stereotypes and requisite management characteristics among college students’. Sex Roles,
20, 103-110.

Schneer, .I.A. and Reitman (1995) ‘The Impact of Gender as Managerial Careers Unfold’,
Journal of Vocational Behavior, 47, 290-315.

Schoon, I., Martin, P. and Ross, A. (2006) ‘Career transitions in times of social change.
His and her story'. Journal of Vocational Behaviour, doi: 10.1016/j.vb.2006.04.0()9.
(accessed 6 Jan 2007).

Schuck, K., and Liddle, B. J. (2004) ‘The female manager's experience: A concept map
and assessment tool’. Consulting Psychology Journal: Practice and Research, 56(2), 7587.

Schwartz, F.N. (1989) ‘Management women and the facts of life’. Harvard Business
Revie w, 67 (1), 65-76.

Schwartz, E. N. (1992) Breaking with tradition: Women and work, the new facts of life.
New York: Warner.

Sellers, P. (2003) ‘Power: Do women really want it? Fortune, October 13.

Sekaran, U. (1986) Dual Career Families, San-Francisco: Jose-Bass.

294

Sekaran, U. and Hall, D.T. (1989) ‘Asynchronism in dual-career and family linkages’, in
Arthur, M.B., Hall, D.T. and Lawrence, B.S. (eds). Handbook of career theory',
Cambridge: Cambridge University Press.

Sekaran, V. and Leong, F. (1992) Woman power, Newbury Park, CA: Sage Publications.

Serdjenian, E. (1994) Women managers in France, in: N. Adler, and D. Izraeli (eds).
Competitive Frontiers, Cambridge, MA: Blackwell.

Seibert, S.E., Grant, J.M. and Kraimer, M.L. (1999) ‘Proactive personality and career
success'. Journal of Applied Psychology, 84 (3), 416-428.

Seid,

J.

(2006)

‘10

Best-paid

executives:

they're

all

men’

http//:www.money.cnn.com/2006/10/03/news/newsmakers/mpwpay/index.htm (accessed
10 Jan 2007).

Shapiro, E. C., Haseltine, F. P. and Rowe, M. P. (1978) ‘Moving up: Role models,
mentors, and the patron system’, Sloan Management Review, 19 (3), 48-65.

Sheridan, F. (2007) ‘Gender, language and the workplace: an exploratory study’. Women
in Management Review, 22 (4), 319 - 336

Simpson, R. (2000) ‘Winners and Losers: who benefits most from the MBA?’,
Management Learning, 31(3), 331 -351.

Simpson, R and Altman, A. (2000) ‘The time bounded glass ceiling and young women
managers: career progress and career success - evidence from the UK’, Journal of
European Industrial Training, 24 (2/3/4), 190-198.

Singh, V., Bains, D., and Vinnicombe, S. (2002)

‘Informal Mentoring as an

Organisational Resource’, Long Range Planning, 35 (4) August, 389-405.

295

Singh V. and Vinnicombe S. (2004) The 2004 Female FTSE Report, 5512: Cranfield:
International Centre tor Women Business Leaders, Cranfield School of Management.

Singh, V. and Vinnicombe, S. (2005) The Female FTSE Index 2005, Centre for
Developing Business Leaders, Cranfield: International Centre for Women Business
Leaders, Cranfield School of Management.

Singh, V., Vinnicombe, S. and Kumra, S. (2005) 'Women in formal corporate networks:
An organisational citizenship perspective', British Academy of Management Conference,
Oxford, Sept. Forthcoming in Women in Management Review.

Singh, V. and Vinnicombe, S. (2006) Identifying the New Generation of Women
Directors: The Eemale FTSE Report 2006, Cranfield: International Centre for Women
Business Leaders, Cranfield School of Management.

Singh, V., Vinnicombe, S. and James, K. (2006) ‘Constructing a professional identity:
how young female managers use role models’. Women in Management Review, 21 (1):
67-81.

Solomon, C. (2000) ‘Cracks in the Glass Ceiling’, Workforce, 79.9 (September 2000):
86-94.

Strong, S.I. (1997) Christian Constitutions: Do they Protect Internationally Recognized
Human Rights and Minimize the Potential for Violence Within a Society?, 1,28.

Smith, M., and Abrahamsen, M. (1992) ‘Patterns of selection in six countries’. The
Psychologist 5, (5) My, 205-7.

Steele, M. (1992) Human resource management: an opportunity for women? In The
Handbook of Human Resource Management, ed. B. Towers, pp. 277-294, Oxford:
Blackwell

296

Still, L.V., Guerin, C.D. and Chia, W. (1994) ‘Women in management revisited:
progress, regression or status quo?’, in New directions in management, eds. A. Kouzmin,
L.V. Still, and P. Clarke, pp. 44-64. Sydney: McGraw-Hill.

Still, L.V. (1997) Glass Ceilings and Sticky Floors: Barriers to the Careers of Women in
the

Australian

Finance

Industry,

Human

Rights

and

Equal

Opportunity

Commission,http://www.hreoc.gov.au/sex_discrimination/workplace/glass_ceilngs.html
(accessed 6 Nov 2005).

Stone, P. and Lovejoy, M. (2004) ‘Fast-track women and the ‘choice’ to stay home’.
Annals, AAPSS, 596, November, 62-83.

Storey, J., ed. (1989) New perspectives on human resource management. London:
Routledge.

Sullivan, S.E, Carden, W.A., and Martin, D.F. (1998) ‘Careers in the next millennium:
Directions for future research’. Human Resource Management Review, 8(2), 165-185.

Sweeney, P. (2004) "The Workplace of the Future’, Paper presented at A Colloquium
Celebrating Ireland’s Presidency of the European Union, Bishops University, Montreal,
Canada,

May.

Swedlund,

H.

(2005)

An

Analysis of Political

Variables

Affecting Women’s

Representation in Western European Democracies, unpublished Thesis, Texas Christian
University, www.ruf.rice.edu/-wlreed/udrc/swedlund.pdf. (accessed 5 February 2007).

Tannen, D. (2001) Talking from 9 to 5: Women and Men at Work, New York: Quill.

Taylor, S. J., and Bogdan, R. (1984) Introduction to cfualitative research methods: The
search for meanings. New York: John Wiley and Sons.

297

Tharenou, P. (2005a) ‘Does Mentor Support Increase Women's Career Advancement
More

than

Men's?

The

Differential

Effects

of

Career

and

Psychosocial

Support’, Australian Journal of Management, Jun, Vol. 30 (1), 77-109.

Tharenou, P.( 2005b) ‘Women’s Advancement in Management’, in Burke, R.J. ns Mattis,
M. C. eds.. Supporting Women’s Career Advancement: Challenges and Opportunities,
Glos, UK, Mass, USA: Edward Elgar Publishing Limited.

Tiernan, S., Morley, M. and Foley, E. (2006) Modern Management: Theory and Practice
for Irish Students, 2nd ed., Dublin: Gill and Macmillian.
Training and Development (1994), ‘Opening Doors for Women in the Workforce’,
February, p. 45.
Travers, C. and Pemberton, C. (2000), ‘Think career global, but act local: understanding
networking as a culturally differentiated career skill’, in Davidson, M. and Burke, R.
(Eds), Women in Management: Current Research Issues, Sage Publications Ltd., London.

Thomson, P. and Graham J.
Release,

European

(2005) A Woman’s Place is in the Boardroom, Press
Professional

Women’s

Network,

vvww.europeanpwn.net/tht_wob/tht_wob.html (accessed 7 May 2006).

Thomson, P. and Graham, J. (2005a) A Woman’s Place is in the Boardroom, London:
Palgrave Macmillan.
Twomey, A. M., Linehan, M and Walsh, J. (2002) ‘Career Progression of Young Female
Accountants: Evidence from the Accountancy Profession in Ireland’, Journal of
European Industrial Training, 26 (2/3/4): 117-124.

Van Maanen, J. and Schein, E. (1979) ‘Toward a theory of organizational socialization’.
Research in Organizational Behavior, 1: 209-264.

298

Van Maaen, J. (1983) Qualitative Methodology, London: Sage
Veale, C. and Gold, J. (1998) ‘Smashing into the glass ceiling for women managers’,
Journal of Management Development, 17(1), 17-26.

Vinkenburg, C.J. and van Engen, M.L. (2005) .Perceptions of gender, leadership and
career development., in Burke, R.J and Mattis, M.C., eds., Supporting Women's Career
advancement: Challenges and Opportunities, Cheltenham: Edward Elgar Publishing Inc.

Vinnicome, S. and Bank, J. (2002) Women with attitude: Lessons for career
management, London: Routledge.
Vinnicombe, S., and Colwill, N.L.

(1995) The Essence of women in management.

London: Prentice Hall.
Vinnicombe, S. and Singh, V. (2003) ‘Locks and keys to the boardroom’. Women in
management review, 18 (6), 325-333.
Vinnicombe, S. and J. Sturges (1995) ‘European women in management’ in 7he essence
of women in management, eds. S. Vinnicombe and N.L. Colwill, pp. 1-19, London:
Prentice Hall.
Vogt, W. P. (1999) Dictionary of Statistics and Methodology: A Nontechnical Guide for
the Social Sciences, London: Sage.
Wajcman, J. (1998) Managing Like a Man: Women and Men in Corporate Management,
Pennsylvania State University Press.
Wallis, C. (2004) ‘The case for staying home: Why more young moms are opting out of
the rat race,' Time, March 22.

299

Wanberg, C.R., Welsh, E.T. and Hezlett, S.A. (2003) ‘Mentoring research: A review and
dynamic process model’, Research in Personnel and Human Resources Management, 22,
39-124.
Webb, J. (1987) ‘Gendering selection psychology’. Occupational Psychology 3, 4-5.

Wellington, S., Kropf, M.B., and Gerkovich, P.R. (2003) ‘What’s holding women back’.
Harvard Business Review, 81, 18-19.
White, B., Cox, C. and Cooper, C. (1992) Women’s career development: a study of high
flyers, Oxford: Blackwell.
Williams, J. (2000) Unbending gender—why family and work conflict and what to do
about it, New York: Oxford University Press.
Williams, L, (2005) Overcoming the Barriers to Flexible Working, London: The Work
Foundation.
Williams, J., and Segal, N. (2003) ‘Beyond the maternal wall: Relief for family
caregivers who are discriminated against on the job’. Harvard Women's Law Journal, 26,
77-162.
Wilson, J. and Elman, N. (1990) ‘Organisational Benefits of Mentoring’, Academy of
Management Executive, 4 (4), 88-94.

Wirth, L. (2001) Breaking through the glass ceiling: Women in management, Geneva:
International Labour Office.
Wirth, L. (2004) Breaking through the glass ceiling: Women in management- Update
2004, Geneva: International Labour Office.

300

Wolf, A. (2006) Working Girls, Prospect Magazine, Issue 121, April, 2006.

Worldbusiness (1996), 50 world-class executives, Vol. 2, 20-31.

Ya-Hui Lien, B. (2005) Gender, Power and Office Politics, Human Resource
Development International, 8 (3), 293-309, September.

Young, A. M. and Perrewe, P.L. (2004) ‘The Role of Expectations in the Mentoring
Exchange: An Analysis of Mentor and Protege Expectations in Relation to Perceived
Support’, Jowma/ of Managerial Issues, Spring2004, Vol. 16 (1), pp.103-126.

301

Appendix

Interview Guide
1. Brief role profile
la. Approximately how many female managers are there in your organisation junior/middle/senior?
lb. How many women are part of the senior management team?

2. Are you interested in progressing to the senior management team?
3. Do you have a specific plan to achieve your career aspirations?

4. Does gender-based stereotyping act as a barrier to your career progression?
5.

How would you describe the culture of your organisation with regard to career
progression for women?

6.

Do you believe you have the same opportunities as your male counterparts in the
promotion process to senior management level in this organisation?

7. Do the dual responsibilities of a career and a family impact on a female manager’s
career progression?

8. Do you believe networking is important in terms of promotion in your
organsiation?

9. What role do mentors play in your career?
10.

How do role models influence you in terms of promotion in your organisation?
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